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ABSTRACT
This exploratory study examined marketing standardization in 
the hotel industry. As hotel companies continue the 
internationalization process, standardizing the marketing program 
could prove to be a viable strategy with appropriate benefits. The 
objectives of this study were to synthesize the literature on 
international marketing, standardization and globalization with the 
literature on hotel marketing to develop tentative research 
propositions. Primary research served to evaluate these tentative 
propositions and then formulate them into final propositions for 
future investigation.
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CHAPTER 1
INTRODUCTION
There are four long term trends in the international 
marketplace currently affecting American businesses. Those trends 
are the internationalization of American markets, the growing 
interdependence of world economies, the emergence of global 
competitors throughout the world and the globalization of markets 
(Cateora, 1990). Internationalization is defined as a strategy in 
which a multinational firm's operations transcend national borders. 
The operational definition of standardization for the purposes of this 
study is the process whereby a multinational firm's operations 
transcend national borders.
International expansion is not an either/or proposition, but 
rather represents a continuum of international involvement. 
Globalization is one end of that continuum, with pure domestic 
involvement at the other end. Levitt (1983) made the distinction 
between the multinational corporation and the global corporation. 
Multinational companies operate in a number of countries and adjust 
their products and practices in each. The global corporation, on the 
other hand, operates as if the entire world, or major regions of it,
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were a single entity, selling standardized products and implementing 
a standardized marketing program when possible (Levitt, 1983).
The basic premise of globalization is that the advent of the 
Republic of Technology has begun to eradicate regional and local 
taste preferences (Levitt, 1983). Global corporations should 
therefore take advantage of the increasing global homogeneity of 
demand to produce and market standardized products. Globalization 
goes to the core of international marketing and raises questions 
about how multinational corporations view the world. Levitt claims 
that multinational corporations should be replaced by global 
corporations, ones that recognize the convergence of global demand 
and respond with standardized products. Levitt states that "we are 
now in the ’Republic of Technology' whose supreme law is 
convergence, the tendency for everything to become more like 
everything else" (Levitt, 1983, 94).
Levitt made this assertion because developments such as 
improvements in communication and transportation have lead to a 
world in which global citizens are exposed to peoples and ideas of 
other cultures, thereby leading to a convergence of demand. The 
speedier flow of information has caused a "geography without 
borders," in which global citizens can "see for themselves what the 
tastes and preferences are in other countries" (Ohmae, 1989). Levitt 
says, "Gone are accustomed differences in national or regional 
preference. . . . The globalization of markets is at hand" (Levitt, 1983, 
92).
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Theoretically, global corporations are thus able to offer the 
same products in the same way everywhere. With the acceptance of 
the idea that the world's needs and wants have become irrevocably 
homogenized, global corporations can realize economies of scale in 
production, distribution, marketing and management. These cost 
savings allow global corporations to offer lower prices, in turn 
allowing them to be more competitive and more profitable.
Globalization is manifested in the question of marketing 
standardization. The concept of global marketing goes hand in glove 
with the standardization of various elements of the marketing 
program. Marketing standardization refers to an international 
marketing strategy using a common product, price, distribution, and 
promotion program on a worldwide basis. In a literal sense, 
multinational standardization would mean the offering of identical 
product lines at identical prices through identical distribution 
systems, supported by identical promotional programs, in several 
different countries (Buzzell, 1968, 103). This is in contrast to 
localized marketing strategies which may contain no common 
elem ents whatsoever.
Historically, it has been argued that the most important 
potential advantages of standardization are the cost savings 
associated with economies of scale, consistency of brand image, 
improved planning and control over international marketing 
activities and the realization that good ideas tend to have universal 
appeal (Buzzell, 1968). In theory, standardization can lead to higher
4
profits through reduced costs for the global corporation. 
Standardization allows for reduced costs of product design as well as 
minimizing the costs incurred in developing a marketing campaign.
Standardization is not without its drawbacks and criticisms. 
Buzzell (1968) outlined several obstacles to developing a uniform 
global marketing campaign. These obstacles primarily relate to 
market conditions. Differences in the physical, economic and cultural 
environments of the host countries have proven to be the most 
significant barriers to standardization. Additional barriers include 
differences in industry conditions from country to country, different 
competitive practices in different countries and differing legal 
restrictions on product design, competitive practices, employment 
and advertising.
Cultural differences and consumer preferences represent the 
greatest barriers to standardization. Even the best planned 
marketing programs run the danger of failing due to inadequate 
product adaptation or failure to recognize the inherent differences in 
business climates (Jain, 1984; Kotler, 1986; Ricks, 1986). For 
instance, General Motors marketed a car in Spain whose name in 
Spanish translated as "it doesn't go" and American Motors marketed 
a car in Puerto Rico whose name translated as "killer" (Ricks, 1986, 
111). In addition to problems originating from poor translation, 
companies doing international marketing must also ensure they 
observe local holidays, follow local customs and avoid inadvertently 
insulting locals (Ricks, 1986).
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Quelch and Hoff (1986) stated that rather than simply 
analyzing whether standardization is feasible, the real question 
concerns the degree to which standardization should be implemented 
in each business, and how to make it work. The answers to these 
questions will vary from country to country. Furthermore, these 
answers will vary according to factors such as the aspect of the 
marketing mix and program to be standardized (Boddewyn, Soehl 
and Picard, 1986). Another key to the decision to standardize lies in 
analyzing the type of product and the degree of homogeneity of 
markets (W alters, 1986).
Despite the appeal of the notion of global markets and the 
number of studies that have analyzed the validity of globalization, a 
consensus has yet to be reached (Boddewyn, Soehl and Picard, 1986; 
Henzler and Rail, 1986; Kotler, 1986; Porter, 1986; Seth, 1986; Wind, 
1986; Jain, 1989). Those who have studied globalization concur that 
global marketing is "unattainable in its purest form for most 
companies and products" (Hammonds, 1990). Levitt does 
acknowledge that he never intended for people to take him literally. 
However, there is evidence that the idea of a global corporation is 
catching on as more companies, such as Coca-Cola and Texas 
Instruments, adopt aspects of a global marketing campaign (Fisher, 
1984).
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International Opportunities and Challenges for the Hotel
I n d u s t r y
There are many reasons for the domestic hotel company to 
expand overseas. Hotel demand is soaring in many overseas markets, 
especially in the luxury segment and the middle market. The 
growing global middle class is just beginning to travel more due to 
relative international prosperity, the current recession 
notwithstanding. These new travelers are specifically looking for 
moderately priced, value oriented hotels to satisfy their demand, and 
American companies are just beginning to expand overseas to meet 
this demand (Bell, 1989).
Apart from these demand side incentives for international 
expansion, U.S. hotel companies are also faced with supply side 
reasons for seeking new markets. National average occupancy rates 
have dropped to 60.9%, a twenty year industry low. Hotel companies 
also are finding they have to drop rates, further cutting into profits. 
The nationwide glut of hotels is expected to have more than 500 
hotels in lender's hands by the end of 1992. Hotels are also expected 
to lose $2,851 per room, painting a grim future for hotel owners.
With conditions not expected to improve until 1995, hotel companies 
are seeking new customers in new markets in order to offset 
domestic troubles (H otels. 1992). The growth in global travel and 
tourism thus offers American hotel companies one method of 
offsetting these domestic troubles.
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New customers and new markets are being created by the 
growth in global travel and tourism. By the year 2000, tourism, of 
which the hotel industry is a major component, is expected to 
become the world's largest industry in terms of sales and 
employment. International tourist receipts grew 9.1%, to $278 
billion in 1991, while tourist arrivals worldwide grew 1.5% to 450 
million. In the United States, tourism is the second leading industry 
in terms of employment behind health care and ranks third behind 
autos and food in terms of sales (H otels. 1992).
International marketing presents unique challenges for the 
hotel industry. Expansion overseas requires a firm commitment 
along with a thorough knowledge of the financial, political, labor and 
marketing climates of the host markets if the firm is to be successful 
(Brener, 1990). U.S. companies seem to understand this and are 
conducting their international expansion accordingly, expanding 
through a "deliberate and careful process" (Bell, 1989, 46).
Given the growing internationalization of the hotel industry 
(Beattie, 1991), globalization and marketing standardization may 
prove to be directly relevant to developing international marketing 
strategy. This study examined globalization and standardization in 
the hotel industry and suggested propositions for future 
investigation .
Statement o f  Objectives
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The objectives of this exploratory study were to examine
globalization and marketing standardization as it applies to the hotel
industry and develop propositions for future research.
Statement o f  Problem
This study proposed to evaluate globalization and 
standardization by hotel companies. The study first synthesized 
literature on international marketing, globalization and 
standardization with literature on hotel marketing and the 
internationalization of the hotel industry to develop tentative 
research propositions. These tentative propositions were evaluated 
through primary research using a small sample of hotel executives 
concerned with international hotel marketing. The study then
developed final propositions for future investigation based upon the
evaluation of the tentative research propositions.
Justification of The Study
Globalization and standardization has been analyzed in detail in 
manufacturing industries (Buzzell, 1968; Donnelly and Ryans, 1969; 
Aylmer, 1970; Green, Cunningham and Cunningham, 1975; Sorenson 
and Weichmann, 1975; Brandt and Hulbert, 1977; Peebles, Ryans and
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Vernon, 1977; Peebles, Ryans and Vernon, 1978, Britt, 1979; Levitt, 
1983, Boddewyn, Soehl and Picard, 1986; Porter, 1986; Seth, 1986; 
Quelch and Hoff, 1986, Henzler and Rail, 1986; Wind, 1986; Levitt, 
1988; Keown and Jacobs, 1989; Jain, 1989). However, despite the 
increasing internationalization of the hotel industry, little work has 
been done in the functional area of international marketing in the 
hotel industry (Crawford-Welch, 1991a). Although the international 
expansion of the hotel industry has been examined by the trade 
press, and empirical studies have been conducted on the 
internationalization of the hotel industry, there has been no 
synthesis of this literature, nor has there been a research agenda 
established for the investigation of standardization or globalization as 
pertains to the hotel industry.
The studies that have been done on international marketing in 
the hotel industry have been concerned with the levels and patterns 
of internationalization of multinational hotel firms (Dunning and 
McQueen, 1982; Littlejohn, 1985; Crawford Welch, 1988; Crawford- 
Welch, 1991a; Crawford-Welch, 1991b; Beattie, 1991). These studies 
also analyzed the structure of the multinational firm's international 
involvement. Messenger and Mei Lin (1991) did conduct a study on 
the standardization of international advertising by hotels in London 
and Hong Kong. While results of this study were inconclusive, 
Messenger and Mei Lin did find that a link exists between the degree 
of centralized operations and the propensity to standardize 
advertis ing .
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Standardizing the hotel marketing program has several 
potential advantages that should be explored, including the 
realization of economies of scale, potential savings of time and the 
avoidance of duplicated effort in developing customized marketing 
programs for several countries. The most important advantage of a 
standardized marketing program to a hotel company comes from the 
intangible nature of the hospitality product.
The hotel product/service bundle is a largely intangible one, 
comprised of many components that cannot be reliably tested or 
experienced in advance. There is a great deal more for the consumer 
to purchase beyond the tangible product features (Renaghan, 1981; 
Lewis and Chambers, 1989). Hotel companies should therefore 
attempt to reduce the consumer's perceived risk through whatever 
means available. Standardization is one of those means. In addition 
to the previously discussed advantages, a standardized marketing 
program allows the company to provide a consistent brand image, 
thereby reducing perceived risk. Hotel consumers are therefore able 
to make purchase decisions with some degree of confidence.
Consumer recognition of the brand name can produce assurances of a 
certain level of product/service quality to be met by the hotel.
Standardized products have been discussed in the hospitality 
industry for these reasons, although not in the context of 
international marketing. McDonald's and Holiday Inns' original 
successes were due in some part to the development of standardized 
products. Assurance of a quality product combined with the cost
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benefits of standardized products to produce greater appeal and 
higher profits for these companies as they expanded. Standardized 
products were also recognized to be more amenable to efficient 
national marketing. There are also advantages to be gained by 
producing standardized products with modifications. These 
modifications are easily added, removed, or changed as the market 
changes. However, "the decision . . .  is a marketing one, not a cost 
one" (Lewis and Chambers, 1989, 311).
Research Design
The first step in the research process consisted of reviewing 
pertinent literature on international marketing, globalization, 
standardization, hotel marketing and international hotel marketing. 
This literature was synthesized to develop tentative research 
propositions to be examined through primary research.
In the second step, a small sample of hotel executives involved 
with international marketing evaluated these propositions through 
questionnaires and follow up interviews. Telephone interviews were 
conducted using interview guides and elite interviewing. These 
interviews covered specific areas of concern about the respondent's 
answers to the questionnaire.
Finally, the questionnaire respondents' reactions to the 
tentative research propositions were analyzed and the tentative 
propositions were revised. The final propositions should guide
12
future researchers into a more exhaustive investigation of 
globalization and marketing standardization in the hotel industry
D e l im ita t io n s
Several delimitations facilitated meeting the objectives of the 
study: the selection of the hotel companies and executives in these 
companies and Western Europe as the region under study. The 
companies were selected on two criteria: their headquarters location 
and their size. Only American based companies were selected to 
minimize the costs, time differences and language barriers in 
reaching their executives.
Companies were further delimited to the eight largest 
American based companies in the top twenty-five of the 1992 H o te ls  
list of the world's largest corporate hotel chains to ensure they had 
sufficient size and international experience to realize the advantages 
of standardization. Those eight companies were Holiday Inn 
Worldwide, Best Western International, Choice Hotels International, 
Hilton Hotels Corporation, Hyatt Hotels International, Raddisson 
Hotels, ITT Sheraton and Marriott International (Martin, 1992).
The Chief Executive Officers and the Vice Presidents of 
International Marketing of these eight companies comprised the 
population of interest and were sent requests to participate in the 
study. These potential respondents were selected on the assumption 
that they are familiar with international marketing and international
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marketing standardization. Furthermore, these respondents are also 
able to discuss their companies' international marketing strategies, 
and the viability of implementing a standardized marketing strategy.
Delimiting the study to Western Europe facilitated the 
respondent's ability to answer questions about standardization. 
Although Western Europe is not a perfectly homogenous market, this 
delimitation lent a degree of control to the context in which each 
respondent perceived the questions about standardization.
D efin ition  o f T erm s
International Marketing: The performance of activities that
direct the flow of a company's goods and services or users in more 
than one nation for a profit. The only difference between the 
definition of domestic marketing and international marketing is that 
in international marketing the marketing activities take place in 
more than one country (Cateora, 1990).
Internationalization: The extent to which a multinational 
company has involvement outside the home country. International 
hotel companies have been defined as those hotel companies with 
either direct investments or other forms of contractual agreements 
outside the home country (Dunning and McQueen, 1982; Beattie,
1991). For the purposes of this study, the operational definition of 
internationalization is the process whereby international companies 
enter new international markets. Internationalization in the hotel
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industry has been measured by the percentage of a company's rooms 
located overseas (Beattie, 1991). This unit of measurement will be 
utilized in this study.
Global Marketing: The developing of a standardized product, of 
dependable quality, to be sold at a reasonable price to a global 
market. Global marketing is based on the premise that markets are 
being driven towards a converging commonality (Cateora, 1990).
Standardization: Standardization refers to the offering of 
identical product lines at identical prices through identical 
distribution systems, supported by identical promotional programs in 
several countries (Buzzell, 1968). It should be noted that 
standardization recognizes multiple market segments, but focuses 
upon a market segment across national borders.
Marketing Mix: For the purposes of this study the marketing 
mix is defined as being composed of four parts. Those parts are the 
product/service bundle, the presentation mix, the communications 
mix and the distribution mix (Renaghan, 1981; Lewis and Chambers,
1989). Taken together, the marketing mix represents the 
development of the product, its preparation and actual presentation, 
the communication of its benefits and its distribution to the 
consumer. This study will analyze branding, advertising, 
segmentation, positioning, pricing and distribution strategies as 
individual aspects of the hotel companies' marketing program.
CHAPTER 2
LITERATURE REVIEW
This chapter will review literature on international marketing, 
globalization and global marketing and standardization as well as 
literature on hotel marketing and the internationalization of the hotel 
industry. Conclusions about standardization will then be drawn from 
both empirical and conceptual studies. The emphasis is not upon the 
current implementation of standardization, but rather upon its 
theoretical development. For this reason, early studies on 
standardization were analyzed to discover the essence of the 
arguments for, and against, its implementation. Later studies were 
reviewed to analyze the further development of these arguments.
Several topics relevant to standardization should be reviewed 
for a thorough examination of the standardization construct. These 
topics are international marketing and the various international 
marketing orientations ranging from domestic involvement to global 
marketing, and globalization, as well as the criticisms of globalization. 
Literature pertinent to these topics is reviewed in order to fully 
develop the standardization construct.
The second major part of this chapter is on hotel marketing and 
the internationalization of the hotel industry. Topics related to hotel
15
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marketing and the internationalization of the hotel industry are 
reviewed in order to examine the standardization construct as they 
pertain to the international hotel industry. These topics include the 
motivations behind the internationalization of the hotel industry, 
international expansion into Western Europe, the forms of 
international involvement undertaken by hotel companies, the use of 
standardized products in the hospitality industry and the 
development of consistent brand images through brand 
segm entation .
Conceptually, the strategy that guided selection of material in 
this chapter is illustrated by Exhibit 1. Each of these topics is 
directly relevant to international marketing standardization in the 
hotel industry, as determined by Jain's (1989) research agenda for 
examining standardization. This conceptual model also represents
the format of this chapter. As represented in the model, literature
on these topics is synthesized in the chapter conclusion to present 
conclusions about the potential standardization of international hotel 
marketing programs. Tenative research propositions were then 
developed based upon these conclusions.
I n te r n a t io n a l  M a rk etin g
The basic characteristic which distinguishes international 
business from domestic business is that it is conducted in two or
1 7
Exhibit 1
Variables That May Affect Marketing Standardization by Hotel 
Com panies
Marketing Concepts
International M arketing
International M arketing
O rientation
Globalization
Hotel Marketing Concepts 
Motivations for 
International Expansion
Decision to Standardize Hotel 
M arketing Programs________
Form of International 
In v o lv em en t
Strategies Relating to 
Standardizing Hospitality 
P roducts
Strategies Relating to Brand 
Im age/Brand Segm entation
more countries (Cavusgil and Nevin, 1981). With the growth in 
international trade this definition applies to more businesses than 
ever before. Growth in international trade can be measured in part 
by the growth in world travel, which in just the past two decades has 
expanded from a $200 billion industry to one with over $4 trillion in
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annual sales. The rise in world travel is particularly relevant to the 
international hotel industry as world travel is tantamount to trade. 
World trade also has given rise to global linkages of countries, 
institutions and individuals that have made the world a much 
smaller place. Due to the rise in international trade and travel, the 
world is rapidly becoming a one-world economic and market system.
Many firms are finding that rather than being forced into 
internationalization, there are many advantages to be gained from 
seeking greener pastures abroad. Several authors have presented 
the advantages to overseas expansion. Czinkota and Ronkainen 
(1990) wrote that foreign markets offer new opportunities, new 
markets and the chance to develop new product lines for firms 
finding themselves in a saturated and stagnant domestic market. 
Global business activities allow the firm to increase production 
options while offering a way to avoid present domestic market 
sa tu ra tion .
Hamel and Prahalad (1985) had previously identified three 
strategic intents in seeking international growth: building a global 
presence, defending the firm's domestic presence and overcoming 
international fragmentation. In 1993, building a global presence is 
now just another way of defending domestic presence as consumers 
travel across national borders and encounter marketing programs in 
other countries. As more firms discover the advantages to expanding 
into new countries and new markets, internationalization is no longer 
a concept; it is a reality.
1 9
International marketing differs from domestic marketing in 
ways more complex than the simple addition of a foreign country to 
the firm's market. Along with the advantages of, and the increased 
opportunities offered by, global business activities, the international 
marketer must accept the challenge of the international arena. In 
entering the international market, the international m arketer is 
dealing with uncontrollable uncertainty. Uncontrollables, such as 
changing cultural, economic and political forces, among other aspects 
of a foreign business climate, make the process of developing an 
international marketing program that much more difficult. In
addition to learning to adapt to this new environment, the 
international marketer must learn to interpret and adjust to 
different nuances of culture manifested in business customs (Cateora,
1990).
The international marketer must also avoid using self­
reference criterion in making decisions, that is, unconscious reference 
to learned cultural values, experiences, and knowledge as a basis for 
decisions (Jain, 1984; Cateora, 1990). Despite the temptation to 
revert to these built in references, failure to understand and adapt to 
local preferences can spell disaster for the multinational firm. The 
international firm must cultivate and display a deep rooted 
sensitivity to the international consumer if an internationalization 
strategy is to succeed.
International M arketing O rientations
2 0
The internationalization of business operations is not an 
either/or decision between staying domestic or being a completely 
global corporation. Rather, this decision is one of degrees of 
multinationality. Several authors have provided sets of categories of 
international businesses based on the degree of multinationality 
employed by the firm. The E.P.G. framework introduced by 
Perlmutter (1969), the E.P.R.G. framework updated by Wind, Douglas 
and Perlmutter (1973), the global/local tradeoff matrix defined by 
Henzler and Rail (1986) and the series of phases of international 
involvement defined by Cateora (1990) are all similar in that they 
define the international firm as lying on a continuum from a home 
country orientation with limited international involvement to a 
global orientation employing global marketing techniques.
In each of the models of international marketing involvement 
and orientation, the multinational firm is not rigidly defined in any 
one category. Rather, there is ample room for the firm to move along 
the continuum. Indeed, each author emphasizes the fluidity with 
which the firm can evolve towards global orientation.
One such continuum is the E.P.R.G. framework. In the original 
framework, the international firm was classified as having an 
ethnocentric, polycentric or geocentric orientation. This original 
framework was expanded in a 1973 study to include the regiocentric
21
orientation (Perlmutter, 1969 and Wind, Douglas and Perlmutter, 
1973).
In the ethnocentric orientation, overseas operations are viewed 
as secondary to domestic operation and act primarily as a means to 
dispose of excess domestic production. Firms with this international 
marketing orientation tend to develop plans for the overseas 
markets in the headquarters office. These plans are expected to be 
implemented overseas in the same way they are implemented in the 
home country. The short-term rewards of an ethnocentric 
orientation are its resulting simplicity, the high rate of 
communication of know-how to the subsidiary and the high degree 
of control exerted over the subsidiaries. The costs of the 
ethnocentric orientation include ineffective planning due to the lack 
of understanding of the overseas markets, fewer innovations and 
the inability to build a high caliber local organization (Perlmutter, 
1969, 11-12; Wind, Douglas and Perlmutter, 1973, 15).
In the polycentric orientation, subsidiaries are established in 
overseas markets, each operating independently of the others and 
establishing its own marketing objectives and plans. Marketing 
activities are organized on a country-by-country basis. Product 
adaptation is done to a higher degree in the polycentric firm, as is 
adaptation of the entire marketing program. Drawbacks to this host 
country orientation include the duplication of efforts in developing 
the marketing program as well as the inefficient use of home country 
expertise. Advantages to this orientation are an intensive
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exploitation of local markets, better understanding of the local 
market and business climate and greater support from the local 
government as more locals are hired in key positions (Perlmutter, 
1969, 12; Wind, Douglas and Perlmutter, 1973, 15).
The regiocentric and geocentric firms view the entire region or 
world as a potential market, ignoring national boundaries. Marketing 
programs and company policies are developed and activities 
organized on a regional or global basis. Because these orientations 
recognize the existence of regional or global market segments across 
national boundaries and take advantage of standard policies 
throughout these segments, the regiocentric and geocentric firms 
realize improved co-ordination and control. The major drawbacks of 
the geocentric orientation are the high costs entailed in collecting 
information and the problem of administering policies on a 
worldwide basis (Wind, Douglas and Perlmutter, 1973, 15).
Advantages and disadvantages to these orientations vary with 
several factors: the size of the firm, experience in a given market, the 
firm's financial situation, product line and the size of potential 
overseas markets as well as the degree of marketing orientation 
employed in the firm. Furthermore, the firm may find the 
appropriate orientation varies according to the marketing decision 
areas considered (Wind, Douglas and Perlmutter, 1973, 20). It is 
clear from the studies conducted on the E.P.R.G. framework that the 
level of international orientation determines the firm's desired level 
of involvement in international operations and the appropriate unit
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of analysis for developing marketing strategy, i.e. country, region or 
w orld.
Henzler and Rall(1986) devised a four-cell matrix with one axis 
analyzing advantages of a global business systems and the other 
analyzing advantages of/need for local adaptation. This matrix 
results in four categories of multinational firms: local/national 
businesses; "blocked" global businesses; m ultinational (multimarket) 
businesses and true global businesses.
The key to this matrix is the comparison of the advantages of 
local adaptation against the advantages of globalization.
Local/national businesses are those such as food processing for which 
strong local adaptation is critical and there are no major advantages 
to globalization. The "blocked" global business can benefit from 
globalization, but is restrained from doing so by such obstacles as 
local laws or government policies that require adaptation. Regional 
telecommunications are examples of "blocked" global businesses. 
(Henzler and Rail, 1986).
Multinational businesses are those, such as equipment 
manufacturers, that require some degree of local adaptation because 
globalization of all functions offers no decisive competitive 
advantage. The world market for multinational businesses is divided 
into several regions with different customer characteristics. The true 
global businesses are those such as computer manufacturers for 
which there are few advantages to local adaptation and for which
globalizing forces can be exploited to great advantage (Henzler and 
Rail, 1986).
In addition to the E.P.R.G. framework and the global/local 
tradeoff matrix, Cateora (1990) offered another set of categories of 
international businesses, defining five distinct phases of international 
marketing involvement, ranging from no direct foreign marketing to 
a global marketing phase. The other phases are infrequent foreign 
marketing, regular foreign marketing and international marketing. 
These phases of international marketing are based on the degree of 
cultivation of foreign markets and commitment to foreign sales 
independent of domestic demand. As in the previously mentioned 
categories of international marketing orientation and involvement, 
these overlapping phases also run a continuum.
In the final phase of international marketing involvement, 
global marketing, the multinational firm is fully committed to 
overseas markets and views the world as one market. The globally 
oriented firm can therefore maximize profitability by employing 
standardization of business activities wherever possible. Although 
global marketing is presented as the ideal phase of international 
marketing involvement, not all firms or industries are able to move 
to a global marketing orientation. As mentioned in the Henzler and 
Rail model of international marketing orientation, the advantages to 
a global business system are not present in all industries and to all 
firm s.
Global iza t ion
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Each of these continuums of international marketing 
involvement list global marketing as one end of the continuum. 
Globalization, as expressed by Theodore Levitt (1983), refers to that 
final stage of international marketing involvement. Globalization has 
come about due to the advent of the 'Republic of Technology,1 which 
has lead to a homogenization of demand and the emergence of global 
markets for global products. The improvement in communications 
and transportation has allowed every corner of the globe to be 
subjected to the same cultural signals, leading to a convergence of 
consumer demand across national borders (Levitt 1988).
Levitt (1983) proposes that the global corporation, which sells 
the same things in the same way everywhere, will replace the 
multinational corporation. The difference between the two is that 
the global corporation operates as if the entire world, or major 
regions of it, were a single entity while the multinational corporation 
operates in a number of countries and adjusts its products and 
practices in each.
In regarding the world as a single entity, the global corporation 
may have to make compromises and sacrifices. Financial targets will 
have to raised in some countries and lowered in others or product 
lines may have to be overdesigned or underpriced in some markets 
to accommodate the standardized product. The global corporation
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will have to look at the big picture and view the globe, or the region, 
as a portfolio (Hout, Porter and Rudden, 1982).
These compromises and sacrifices are acceptable given the 
potential benefits of producing the standardized global product. By 
employing economies of scale in production, distribution, marketing 
and management, and consequently offering reduced world prices, 
the global corporation is inherently more competitive. These lower 
costs and lower prices make these standardized products more 
appealing, and more profitable. A global strategy offers the global 
corporation further benefits due to larger production runs, higher 
volume distribution networks for efficiencies of scale and reduced 
unit costs (Hout, Porter and Rudden, 1982).
The international firm interested in globalizing its business 
must ask itself three questions concerning the prospects of its 
success: "Whether the business lends itself to globalization, if so, 
what is the best strategy for taking advantage of globalizing 
opportunities and whether such a strategy can be implemented and 
sustained" (Henzler and Rail, 1986, 53-55). The firm must also 
consider if consumer needs are uniform between countries or regions 
and whether economies of scale can be achieved through a 
standardized marketing program. Based upon these considerations, 
each firm may have differing advantages to implementing a 
globalization strategy (Henzler and Rail, 1986).
Four strategies are available to the global firm to meet the 
particular advantages the firm may realize from implementing a
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globalization strategy. These strategies are: (1) a tailor-made 
individual market strategy for firms for whom globalization has 
minimal advantages; (2) a selection strategy implemented in national 
markets similar to those in which success has been achieved; (3) an 
interaction strategy when conditions favor worldwide operation on a 
multicentered but integrated basis and (4) an integration strategy in 
markets calling for little local adaptation as well as the maintenance 
of strong local function organizations for sales and service (Henzler 
and Rail, 1986).
Porter (1986), in his discussion of global business strategies, 
viewed a global strategy as one in which a firm is trying to get 
leverage from its overall international position by either 
concentrating activities and serving the world from relatively few 
locations or by coordinating the activities that it is performing in a 
dispersed way. Although opportunities for centralizing the 
marketing process are rare because many marketing activities must 
be performed where the buyer is located, there are many 
opportunities to coordinate marketing activities internationally.
Marketing can be coordinated internationally in one of three 
ways: using similar methods across countries, transferring 
information and experiences from one country to another or by 
integrating methods across countries. Porter stresses that it is not 
necessary to use the same level of standardization for each aspect of 
marketing mix. Rather, the global firm may opt to standardize some
28
aspects of the marketing mix while tailoring other aspects to host 
country specifications (Porter, 1986).
Criticisms o f  Globalization
Globalization has not been universally accepted. Instead there 
have been numerous articles exploring the weaknesses of the 
globalization concept (Boddewyn, Soehl and Picard, 1986; Henzler 
and Rail, 1986; Kotler, 1986; Porter, 1986; Seth, 1986; Wind, 1986).
Seven conditions under which globalization is appropriate were 
outlined, and subsequently rejected by Wind (1986). Wind points 
out that instead of homogenized demand across national borders, 
companies are beginning to recognize intracountry segmentation and 
that different types of market response functions exist in different 
countries. Wind also rejects the idea that consumers are willing to 
sacrifice specific preferences in product features for lower prices and 
higher quality. By way of example, Wind notes that several products 
viewed as global, such as Cartier watches and Luis Vuitton handbags, 
are actually luxury items which are purchased worldwide because of 
their status.
Ohmae (1989) addressed this concern, pointing out that two 
types of global products exist, each with their own set of pushes and 
pulls. Fashion products such as Gucci bags are "pulled" by global 
consumers into new markets. On the other hand, global companies
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must flex their cooperate muscles to "push" commodity products such 
as Coca-Cola and Levis jeans into new markets.
The oft-cited benefit of globalization, economies of scale, is also 
rejected by Wind. He states that current developments in 
automation allow for product customization without incurring 
significant costs. Also, product costs may not represent a major 
portion of the total package costs. Furthermore, the focus should not 
be on product development, but rather on the role of the other 
decisions involved in the international marketing process.
In making the case for globalizing marketing strategy, Wind 
urges that several other factors be considered: the size and growth of 
the segment, the strength of the preference for the global product, 
the expected profitability and the ability to reach the segment 
effectively. Simply assuming there are a number of global market 
segments for a uniform physical product and brand image may prove 
to be a disastrous approach. Finally, Wind cautions globalization 
proponents about the internal and external constraints that may 
prohibit the implementation of a globalization strategy. Examples of 
these constraints include government regulations, cultural 
dissimilarities and the nature of subsidiary relationships.
Levitt answered some of these criticisms in a later article, "The 
Pluralization of Consumption" (Levitt, 1988). He stated that 
powerfully homogenizing worldwide communications had created 
heteroconsumers who "occupy many and often disparate segments 
and circulate among varied brands." The plural consumer should not
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be taken as evidence of fragmentation, but is rather indicative of 
consumers who can travel between segments at will. Furthermore, 
Levitt reiterates the global challenge, stating the "world’s 
consumption preferences are driven simultaneously toward both 
standardization and pluralization- standardization in the sense that 
these preferences now appear everywhere, and pluralization in the 
sense that everywhere people want the same variety."
One simple catch phrase sums up the best attitude a global 
corporation can adopt: "think globally, act locally." This strategy 
allows the global corporation to take advantage of global market 
conditions while avoiding the pitfalls of inappropriate 
standardization as well as utilizing an understanding of local 
conditions through a marketing orientation. In sum, this approach 
suggests an overall worldwide perspective that takes individual 
country characteristics and cultural differences into account (Wind, 
1986).
M arketing Standardization
Literature on marketing standardization preceded Levitt's "The 
Globalization of Markets" by almost twenty years. The advent of the 
multinational corporation encouraged the adoption of uniform 
advertising approaches with the reasoning that consumer motives 
are essentially the same everywhere (Buzzell, 1968).
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The benefits of standardization are clear: significant cost 
savings in the development of both the product and the marketing 
program, the promotion of a consistent brand image to maximize 
brand leverage, improved planning and control over international 
operations and the exploitation of successful marketing campaigns 
(see Exhibit 2). Standardized marketing programs therefore can 
result in greater profits through reduced costs and maximized sales 
through the exploitation of both brand image and well-developed 
m arketing program s.
Sorenson and Weichman's (1975) exhaustive study on 
marketing standardization in twenty-seven multinational 
corporations revealed why these m ultinational corporations 
standardize. The arguments fell into two categories: better market 
performance and lower marketing costs. The study found that 
standardization does help to transfer successful campaigns from one 
country to another while establishing a uniform worldwide image. 
Meanwhile, standardization also lowered marketing costs by saving 
on product design, packaging and production costs for advertising.
It should be noted that the executives surveyed for the 
Sorenson and Weichmann study were unable to provide concrete 
examples of cost savings from standardization. For instance, 
advertising production costs were listed as relatively low where 
standardization was implemented. The question is thus raised of how 
to quantify the economies of scale that are assumed to be a major 
benefit of standardization.
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Exhibit 2: Benefits of Standardization
B enefit Strategic Elements
Significant cost savings Product design 
Packaging costs 
A dvertis ing
Consistency with customers Brand name and packages 
Brand image projected to 
custom ers
Improved planning and control Minimized duplication of effort in 
developing marketing programs
Exploiting good ideas Maximum utility of well designed 
m arketing program s
(Source: Buzzell, 1968)
Obstacles to marketing standardization were summarized by 
Buzzell (1968) as those relating to market characteristics, industry 
conditions, marketing institutions and legal restrictions (see Exhibit 
3). However, the most severe restrictions can be overcome through 
minimal adaptation. Levitt acknowledged the need for some 
accommodation to differences. In responding to basic differences 
between countries and peoples, he cautions not to mistake a 
difference for a distinction (Levitt, 1983).
Later studies discovered that standardization is not an 
either/or proposition. Rather, the issue is not whether to 
standardize, but how to tailor the global marketing concept to fit 
each business and how to make it work (Quelch and Hoff, 1986).
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Exhibit 3: Obstacles to Standardization
O bstacle Specific Examples
M arket characteristics Physical environm ent
Stage of economic and industrial
d ev e lo p m en t
Cultural factors
Industry characteristics Stage of product life cycle in each
m a rk e t
Com petition
M arketing Institutions Distributive system 
Advertising media and agencies
Legal restrictions Advertising regulations
(Source:Buzzell,1968)
Several authors have outlined conditions under which 
standardization can vary within a firm's international marketing 
program (Sorenson and Weichmann, 1975; Boddewyn, Soehl and 
Picard 1986; Walters, 1986; Jain, 1989).
In an article comparing a 1983 study of marketing 
standardization with a 1973 study, Boddewyn, Soehl and Picard 
(1986, 71) found that "standardization of product, brand and 
advertising do not move apace, and advertising is more resistant to 
uniformization than are the other two." This same study also found 
that standardization of marketing practices varies not only by aspect 
of the marketing mix under consideration, but also by product type. 
Due primarily to differences in hard-to-change national tastes and
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habits, consumer nondurables such as foods are the most resilient to 
standard iza tion .
Additionally, Walters (1986) found that another factor in the 
decision to standardize is the degree of homogeneity of markets. 
Sorenson and Weichman's (1975) study on marketing 
standardization revealed that a high degree of cross-border 
similarity was extremely favorable to a high degree of 
standardization. Cross-border similarity refers to the similarities 
between countries in factors relevant to marketing standardization. 
On the other hand, this same study found that companies often 
would engage in a higher degree of standardization than expected 
despite strong differences ir. market conditions. Cross-border 
similarity of market share did have a slight impact on 
standardization although the competitive structure of the particular 
market did not.
Jain (1989) identified several additional factors in the decision 
to implementing a standardized marketing program. These factors 
are the desired target market, the firm's market position and 
environmental and organization factors. In Jain’s terms, target 
market refers to the geographic area and economic factors of the 
target market; market position refers to the market development, 
market conditions and competitive structure of the market; the 
nature of product refers to the type of product and its positioning; 
environmental factors include the physical, legal and political 
environment and the development of the marketing infrastructure
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and; organization factors refer to the corporate orientation, 
headquarters-subsidiary relationship and degree of delegation of 
authority to the subsidiaries (Jain, 1989).
Another consideration in the standardization decision is that 
effective implementation of a standardized marketing program 
relates directly to several factors related to the firm's organizational 
structure. These factors are the nature of the subsidiary 
relationships and the importance headquarters places on overseas 
operations. This relationship between a multinational firm's 
organizational structure and its ability to implement a centralized or 
even standardized marketing program has been well documented 
(Aylmer, 1970; d'Antin, 1971; Brandt and Hulbert, 1977; Hamel and 
Prahalad, 1985).
Aylmer (1970) and Brandt and Hulbert (1977) first identified 
the importance of examining the location of authority in making 
marketing decisions on a multinational scale. The extent and types 
of guidance given to the foreign subsidiary greatly impacts the 
subsidiary's strategic objectives. Hamel and Prahalad (1985) wrote 
that in order for a firm to adopt a global strategy, headquarters must 
take strategic responsibility in some areas, while the subsidiaries 
must take strategic responsibility in others.
Many of the empirical studies on standardization are concerned 
with standardization of advertising (Donnelly and Ryans, 1969;
Green, Cunningham and Cunningham, 1975; Peebles, Ryans and 
Vernon, 1977; Peebles, Ryan and Vernon, 1978; Britt, 1979; Keown
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and Jacobs, 1989). Peebles, Ryan and Vernon (1977) had identified 
two distinct types of standardization that can be implemented in an 
advertising strategy; prototype and pattern standardization.
Prototype standardization is a strategy in which the only differences 
between advertising campaigns in different countries are 
"appropriate translations and idiomatic changes" (Peebles, Ryans and 
Vernon, 1977, 571). Pattern standardized campaigns are "designed 
originally for use in multiple markets and are developed to provide a 
uniformity in direction, but not necessarily in detail" (Peebles, Ryan 
and Vernon, 1977, 572).
An overall framework in which to address these issues was 
developed by Jain (1989). Jain developed a research agenda with 
which to analyze standardization and provided a set of thirteen 
workable hypotheses. Through analyzing Jain's research agenda and 
the previously discussed studies, a framework can be generated with 
which to analyze standardization.
• The likelihood of implementing a standardization strategy is 
dependent upon several factors. These include aspect of the 
marketing mix to be standardized, target market, market 
position, product type, environmental and organization factors 
and the degree of homogeneity of markets (Boddewyn, Soehl 
and Picard, 1986; Porter, 1986; Walters, 1986; Jain, 1989).
• Effective implementation of a standardization strategy is 
contingent upon organizational structure, nature of the 
subsidiary relationships and the importance headquarters
placed on overseas operations (Aylmer, 1970; d'Antin, 1971; 
Brandt and Hulbert, 1977; Hamel and Prahalad, 1985).
Total standardization is an ideal that cannot be reached (Jain, 
1989; Levitt, 1983).
There can be degrees of standardization (Quelch and Hoff, 
1986).
Degrees of standardization can vary by aspect of the marketing 
mix (Henzler and Rail, 1986).
There are two distinct types of standardization that can be 
implemented in an advertising strategy; pattern and prototype 
standardization (Peebles, Ryans and Vernon, 1977, 572). 
Standardization is most feasible when cross-border similarity is 
high (Sorenson and Weichmann, 1975).
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Part II: Review of Hotel Industry- Related Literature
This part of the literature review will survey topics related to 
understanding the standardization construct as it pertains to the 
hotel industry. First, a broad overview of the why and the how of 
international expansion by American hotel companies is presented, 
followed by a description of expansion into Western Europe. The 
next section will detail forms of international involvement available 
to, and utilized by, international hotel companies. This review of the 
forms of international involvement is especially pertinent because 
organization factors have been identified as a key to the decision to 
standardization (Jain, 1989). This section will then review the use of 
standardized products in the hospitality industry as well as the use 
of brand segmentation by hotel companies as relates to standardized 
marketing programs by hotel companies. For a conceptual model of 
the major factors involved in the standardization decision, see Exhibit 
1 on page 18.
International Expansion by American Hotel Companies
Domestic market saturation, increased challenges from foreign 
competitors entering the domestic market, and the emergence of new 
markets all present the American hotel industry with classic reasons 
to seek international expansion (Jain, 1984). Many companies are
3 9
starting to realize that a strong overseas presence is important to 
assist their American properties in gaining a share of foreign travel 
coming to the United States. The motivations behind these 
companies’ overseas expansion correspond to two of Hamel and 
Prahalad's (1985) strategic intents of building a global strategy; 
developing a global presence and defending their domestic positions. 
Once again, it should be noted that as both incoming and outgoing 
travel increases between the home country and other countries, 
building a global presence is a method of defending a firm's domestic 
position.
These companies have begun to realize that a network of 
quality international properties translates into both presence and 
profits for a hotel company. In addition to the growth and increased 
revenues gained through international expansion, a study conducted 
for the International Franchise Association (Go, 1989a, 74) found that 
international expansion offers the benefits of increased brand 
recognition and market shares (see Exhibit 4). However rapid the 
recent pace of internationalization by U.S. hotel chains, Bell (1989,
46) writes that it has been a "deliberate and careful process for 
many companies."
To maximize the utility of its marketing efforts, these 
companies must achieve critical mass (Withiam, 1985). Critical mass 
usually indicates that some minimum amount of effort must be
Exhibit 4
Benefits of International Expansion
4 0
B enefit Times Cited
Additional growth or expansion 100
Added revenues or profits, improved ROI or other
direct financial gain 99
Larger market, more market penetration, more
m arket share 6 0
International identity, greater name recognition 37
Less competition 21
Untapped potential 18
Added exposure (in general) 18
Increased service for U.S. & foreign customers 10
Other categories of benefits 5 2
No benefits 28
Note: Participating franchisers could provide a maximum of two
answers . The number of franchisers responding was 354.
(Source: Walker, International Franchise study, printed in Go, 1989a,
75 )
expended before any impact or output can be realized (Terpstra, 
1986). Furthermore, these companies should have properties in 
cities of strategic importance for reaching their target market.
Chains seeking international expansion should get their brand name 
established in large cities and primary markets before moving into 
secondary markets and resort areas (Bell, 1989, 47).
The related concept of marketing impact is also of significance 
as hotel companies seek growth. McCleary (Mosser, 1991) analyzed 
the relevance of impact upon hotel chain growth and concluded that 
for large, multi-brand systems, impact can be positive. In this study,
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McCleary also found: (1) operation of multi-brands has been 
successful in other industries, and has relevance to the hotel 
industry; (2) there are distinct advantages to concentrating hotels in
a geographic area; (3) there are distinct advantages to locating
competing brands of a company's portfolio close to each other; (4) 
that customer's switching between brands of the same portfolio is 
preferable to their switching to a different company's portfolio; and
that (5) in a desirable market location, in the absence of one
company's brands, a competing company's brands will appear. This 
study supports the idea of concentrating hotels of a specific brand 
and company portfolio in geographic areas of strategic importance 
prior to seeking expansion in new areas. The priority thus remains 
on establishment of the company's name and image during the 
com pany's expansion.
The type of property is also important. Hotel guests who 
engage in international travel can be expected to have higher 
incomes and higher standards than those who do not travel 
internationally. "Our first impression in other countries is crucial," 
says Charles Clack, Sheraton's vice president of development, 
franchise division. "We are known for operating high-caliber 
properties, and we want that image to be strong" (Bell, 1989, 47).
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Expansion Strategies in Western Europe
The development of Eastern Europe and Latin America, among 
other new markets, offer new alternatives and opportunities for 
expansion. Western Europe, however, is a natural region for 
American companies to expand, given its size as well as the 
opportunities to be afforded with the advent of E.C. '92. The 
European Community is the world's largest trading power, with 
twenty percent of world trade (Crawford-Welch, 1991a). Tourism 
will benefit from the introduction of E.C. passports, airline 
deregulation, the removal of physical barriers and the increasingly 
free movement of labor and capital. The E.C. goal of creating an area 
without internal borders for the free movement of goods, persons, 
capital and services should create new markets of European 
businessmen traveling within the E.C. (Akerhiel, Dev and Noden, 
1990).
Despite high land and construction costs, Western Europe offers 
many advantages for U.S. hotel companies beginning their overseas 
expansion phase. In addition to the companies represented in this 
study, quite a few other American companies have recently entered 
the European market. Hyatt, Radisson, Marriott and Sheraton, among 
others, have either moved into Western and Eastern Europe or have 
signed affiliations to do so (Scoviak-Lerner, 1990).
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Western Europe's hotel industry fits the definition of a 
fragmented structural environment as the costs of market entry and 
withdrawal are relatively low, which is fortunate for these American 
hotel companies seeking entry into this market (Crawford-Welch, 
1991a). In fitting with this type of structural environment,
American hotel companies are urged to seek out strategic
partnerships to facilitate their understanding of the European market
(Scoviak-Lerner, 1990).
"Our policy is to pursue a strategy of affiliations with
companies that are equally as strong in their European markets as
we are in the USA," says Robert J. Pearce, senior vice president of 
Carlson Hospitality Group, Inc., which includes Radisson. Radisson 
affiliations in Europe are Switzerland's Movenpick International, 
France's Concorde Lafayette and Scandinavia's SAS International 
Hotels (Scoviak-Lerner: 1990, 50).
The cross-border similarities of the E.C. should facilitate 
employing a global marketing strategy for several reasons. It may 
be difficult, if not impossible, for a hotel firm to develop a 
standardized product and marketing program worldwide. A global 
or regional approach does allow hotel companies to develop market 
segments based on the uses or benefits sought, rather than 
traditional descriptive segmentation variables. These segments 
created from inferential segmentation variables such as usage or 
benefit segmentation would thus be based on variables that 
transcend country origin (Crawford-Welch, 1991b).
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The relative homogeneity of market conditions between 
European countries is expected to increase as the Single Europe Act 
of 1987 takes affect and reduces trade barriers at the end of 1992 
(H otels. 1990). In addition to the expected seven percent rise in 
gross domestic product, Europe 1992 makes it even easier to develop 
regional marketing plans. Furthermore, business and pleasure travel 
between European countries and the United States has fostered 
familiarity between the two markets. Americans have become 
exposed to European companies through travel in Europe and 
Europeans have become exposed to American companies through 
travel in the United States (Akerhiel, Dev and Noden, 1990). This 
reduction of trade barriers should facilitate employing standardized 
marketing programs as the degree of homogeneity of a market and 
the cross-border similarities in a region have been revealed to be a 
major determinant in the decision to standardize marketing 
programs in that market (Sorenson and Weichmann, 1975; Walters, 
1986).
Forms of International Involvement
One of the early studies on the international aspects of the 
hotel industry was the Dunning and McQueen study on international 
involvement o f trans-/m ultinational hotel companies. International 
involvement is taken to mean any form of transaction by an 
enterprise outside its national boundaries in which assets, rights or
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goods are transferred and there is continuing de facto  control over 
the use of these and/or complementary indigenous resources 
(Dunning and McQueen, 1982, 70). It should be noted that the 
channels of distribution used in the hotel industry differ significantly 
from those used for manufactured goods because the hotel product is 
not moved to the consumer as a car tire is. The problem then, is to 
distribute the customer to the retail outlet.
Dunning and McQueen (1982) identified four forms of 
involvement available to hotel companies that in effect distribute the 
product to make it accessible to the consumer. These forms were (1) 
maintenance of equity interest sufficient to ensure that the company 
had de facto , if not de jure, management control; (2) operation of 
some form of a leasing arrangement; (3) signing of a management 
contract or (4) signing of a franchise agreement or some other form 
of marketing agreement. Dunning and McQueen (1982) reported that 
European hotel chains had traditionally expanded through the 
acquisition of existing hotels. American hotel chains, however, 
tended to expand without equity involvement.
A later study further explored the internationalization of the 
hotel industry. Littlejohn (1985) researched the patterns of 
international involvement by hotel companies from the 1960s, 
examining the geographic origin and distribution of multinational 
hotel companies. Littlejohn reported that during the 1960s, hotel 
companies expanded primarily through management contracts and 
technical service agreements. Through the late 1960s and early
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1970s, that pattern changed as more expansion was carried out 
through acquisition although American companies remained more 
inclined to use management contracts.
Expansion through equity involvement provides the brand 
name with the best integrity from a product delivery point of view.
If a company both owns and manages a facility, the product has a 
better chance of being consistently maintained and presented to 
consumers. Growth through ownership is often slower than growth 
through other methods of international involvement because of the 
drain on the company's limited resources. This is especially true in 
the 1990s as credit for building hotels has tightened. Furthermore, 
because of the current glut of hotel rooms, fewer investors are 
willing to lend capital for hotel building or acquisition (Lewis and 
Chambers, 1989).
Management contracts are another popular form of 
international involvement in the hotel industry. This form of 
involvement allows rapid expansion and easy market penetration 
without any of the difficulties of expansion through ownership 
(Crawford-Welch, 1988). A management contract is an agreement 
between the hotel owner and a hotel operating company in which the 
owner employs the operator as an agent to assume full responsibility 
for the management of the property. The operator pays all property 
and operating expenses from the operating cash flow, collects 
management fees and remits profits to the owner. The owner 
provides the land, building, furnishings and equipment and working
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capital while assuming full legal and financial responsibility for the 
hotel.
Growth through management contracts allows the company to 
extend its brand name without owning physical property. One risk 
to this form of expansion is that owners may not reinvest enough 
money into refurbishment after all expenses and mortgages. For 
instance, long-term contracts may require adaptations to changing 
market conditions. If the physical product deteriorates, the property 
can have a negative effect on the extension of brand name. The 
management company must then decide how important that 
property is to the overall network of properties. If it is determined 
that keeping that property up to the company's standards is 
important, the management company may have to provide the funds 
to renovate (Lewis and Chambers, 1989).
Leasing arrangements are agreements under which the hotel 
company provides initial working capital and certain inventories for 
the hotel. The hotel company is contractually obligated to make 
lease payments and is not insulated from losses under this 
arrangement. Lease arrangements are viewed in the same way as 
equity involvement, and are also declining in their popularity 
(Crawford-W elch, 1988).
Historically, franchising has been the quickest and most 
effective way of developing a hotel presence in the United States. In 
the United States, franchised restaurants, hotel and motels rank 
among the top ten categories of business-format franchises, a solid
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indication of the popularity of this method of expansion. Franchising 
of the hospitality product has become popular as it allows for the 
distribution of the brand name without the capital outlay required of 
ownership-based expansion (Go, 1989a).
Franchise agreements allow the independent owner of the hotel 
to use the name, trademarks and services of the hotel chain in return 
for a fee. The hotel can then be promoted as a member of the 
franchiser company under its brand name and has access to 
worldwide sales, communications and reservation systems 
(Crawford-Welch, 1988). International franchising can be conducted 
through one or more of the following traditional methods: master 
licenses, direct licenses, branch or subsidiary operations or through 
joint ventures. The crucial factors in determining which of the above 
methods to chose in expanding into another country are the 
franchisers willingness and ability to devote the financial and human 
resources necessary to provide direct support to its international 
franchisees and the availability of suitable potential licensees, 
franchisees or partners in the target territory (Go, 1989a).
In a master license agreement, the firm grants a license to an 
individual or firm in the target territory. The licensee then has three 
options available: to operate all outlets under its ownership and 
control; sub-franchise within the territory or a combination of these 
strategies. A direct licensee is granted a license and provided with 
direct backup and support, sometimes through the presence of the 
firm 's representatives in the target territory.
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In a branch or subsidiary operation, the firm establishes a 
presence by setting up an overseas branch or subsidiary. The 
overseas branch or subsidiary is then granted a franchise. The firm 
also provides direct services to the franchisees. In the joint venture 
method of expansion, the firm establishes a joint company or 
partnership with a company or individual in the target territory and 
grants the host partner a license to operate its own outlets, sub­
franchises or both (Go, 1989a).
A study conducted for the International Franchise Association 
explored the perceived benefits of and perceived drawbacks and 
deterrents to, international franchising (See Exhibit 4). The most 
frequently cited benefits of international expansion, mentioned by an 
overwhelming majority, were (1) additional growth or expansion, (2) 
added revenues or profits, improved ROI (return on investment), or 
other direct financial gain and (3) larger market, more market 
penetration, more market share. Other benefits cited included 
international identity, greater name recognition, less competition, 
untapped potential and added exposure.
The most frequently cited drawback/deterrent to international 
franchising was lack of control or accountability. Other drawbacks 
and deterrents cited were the difficulty of supporting or servicing 
franchises and operational challenges, cost or expenses involved, the 
distances involved, time differences, culture and language 
differences, government regulations and difficulty in repatriating 
royalties.
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It should be noted that as the marketplace becomes more 
competitive, quality control becomes more important (Teare, 1991). 
The decision on the form of involvement is made chiefly on the 
degree of control the firm wishes to exercise over the hotel product, 
price, location and its major distribution channels (Crawford-Welch, 
1988). For example, Sheraton recently dropped 150 of its franchised 
properties over a three year period for failing to meet its standards. 
According to John Kapioltas, President, Chairman and Chief Executive 
Officer, Sheraton remains committed to franchising as the primary 
method of growth, but consistency now has top priority. Sheraton 
will engage in equity involvement if renovations are necessary to 
bring the properties to standard (Baum, 1989).
This implies that franchising may become a less popular form 
of international involvement as the international marketplace 
becomes more competitive and more mature. At that point, hotel 
companies may opt for methods of international involvement such as 
ownership or management contracts that provide a greater degree of 
control over the international operations.
"Franchising of products generally has caught on in Europe, 
whereas hotel franchising has not," says Alan Hopper, managing 
director in Panell Kerr Forster, London office. "I think franchising 
comes into its own when you have individual owners building and 
owning and wanting to have a name to hang on their property"
(Rowe, 1991, 42). However, because many older properties in 
Europe are well established, they do not need a chain affiliation to
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attract business. Europeans tend to prefer an older hotel with 
character as opposed to a new hotel. Other barriers to franchising in 
Europe include local government restrictions on development on 
what might be seen as an excellent site.
On the other hand, Fred Mosser, Choice International's head of 
European operations says, "The concept of hotel franchising in Europe 
is poised to really take off" (Rowe, 1991, 44). Without current 
empirical research on the forms of international involvement 
employed by hotel chains in Western Europe, it remains to be seen 
whether American hotel chains can franchise their properties in 
Western Europe as readily as they do in the United States.
Standardization of the Hospitality Product
The standardization of international marketing programs is 
another crucial decision in the internationalization strategy for hotel 
companies during their international expansion. Historically, 
standardization in the hotel industry has been through the branding 
strategies employed by hotel chains as a method of reducing 
perceived consumer purchase risk. A standardized product or 
marketing program can develop a consistent brand image for the 
global hotel company. The hotel consumer, more so than consumers 
of manufactured goods, has a significant amount of risk in the 
purchase decision. The hotel product is a highly intangible one which 
the consumer cannot taste, touch, feel or try before selecting
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(Renaghan, 1981). Furthermore, the production of the intangible 
product, such as the service component of the hotel product, is the 
delivery from the consumer's point of view. Rather than selling the 
product, the company selling the intangible product must therefore 
sell promises and expectations (Levitt, 1981). A consistent brand 
image tangibilizes the hotel product, thereby reducing this consumer 
risk .
A brand is defined as "the product or service of a particular 
supplier which is differentiated by its name and presentation" 
(Murphy, 1990,1). The brand also "serves as a focus for customer 
loyalty and therefore develops as assets which ensures future 
demand and hence future cash flows" (Murphy, 1990, 3) Therefore, 
development of a brand is one method hotel chains can use to give 
the consumer an opportunity to shop in the complex hotel market 
with some degree of confidence and assurance. This can be achieved 
through further development of the core brand, development of a 
brand extension or creation of a new brand. Development of a brand 
extension is a strategy to reduce the costs and risks of new product 
introduction in order to more efficiently use the equity which has 
been built up in the existing brands. Brand extensions can also keep 
the existing brands relevant and meaningful to the customer 
(Murphy, 1990). Go (1989b) predicts that the increased use of brand 
names that are focused and known to the customer will force 
individual properties and smaller chains to join the larger brands.
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Brand segmentation is a related strategy popularized by hotel 
companies for the past two decades. In the hotel industry, brand 
segmentation refers to the creation of new brands to meet the needs 
of new markets. For instance, Holiday Inns' Residence Inns and 
Embassy Suites brands are targeted to different markets and are 
maintained as separate entities from the core brand (Withiam, 1985). 
Holiday Inn operates three quality hotels in three distinctive mid 
market categories ranging from economy to deluxe. Its success at 
brand packaging ensures that customers recognize the Holiday Inn 
style and standards in diverse locations and market positions (Teare, 
1991).
S u m m a r y
Standardization has been implemented by major hospitality 
companies such as Holiday Inn and McDonald's domestically to 
provide consumers with some assurance that each property will 
meet predetermined standards of quality and price/value. As 
American hotel chains expand into the international marketplace, 
standardization becomes more relevant. In drawing upon research 
conducted on standardization and research conducted on the 
internationalization of the hotel industry, several conclusions can be 
drawn to form a framework with which to study and analyze 
standardization in the hotel industry.
There can be degrees of standardization and standardization 
can vary by aspect of the marketing mix.
Standardization is more feasible for companies maintaining 
equity and/or management participation their overseas 
p ro p erties .
Standardization is more likely to be achieved in the Western 
European marketplace than in other world regions because of 
its high degree of cross-border similarity and the reduction of 
trade barriers through the implementation of Europe 1992. 
Standardization can further the goals of companies seeking 
international brand extension by facilitating the development 
of a consistent brand image.
CHAPTER 3
METHODOLOGY
This is an exploratory study of marketing standardization by 
hotel companies. Objectives of the study included synthesizing the 
literature by developing tentative research propositions to facilitate 
further research in this area and evaluating these propositions 
through primary research using a small sample of hotel executives. 
The first section of this chapter discusses the methods that were 
used to develop the tentative research propositions while the next 
section will discuss the method by which these propositions were 
evaluated through primary research.
Development of  Tentative  Propositions
Tentative propositions were developed through the previously 
discussed literature review. Based upon Jain’s (1989) research 
agenda, literature relevant to the objectives of the study was 
categorized into two major topics; globalization and standardization 
(Buzzell, 1968; Perlmutter, 1969; Wind, Douglas and Perlmutter, 
1973; Sorenson and Weichmann, 1975; Peebles, Ryans and Vernon, 
1977; Levitt, 1983; Boddewyn, Soehl and Picard, 1986; Kotler, 1986;.
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Kotler, 1986; Porter, 1986; Quelch and Hoff, 1986; Seth, 1986; Wind, 
1986; Levitt, 1988; Jain, 1989). The literature was then further 
categorized based upon common themes, and then analyzed for 
descriptive sentences describing those common themes about 
globalization and standardization. The most prevalent themes were 
arguments for, and against, globalization and standardization, and 
conditions under which standardization is likely.
The descriptive sentences were drawn from the literature and 
re-edited into tentative propositions. In addition to these 
propositions, relevant aspects of Jain’s (1989) research agenda were 
formulated into additional propositions or questions with which to 
analyze standardization. These propositions and questions were then 
analyzed in light of literature pertinent to, or research conducted on, 
the hotel industry (Dunning and McQueen, 1982; Littlejohn, 1985; 
Crawford-Welch, 1988; Lewis and Chambers, 1989; Dev, 1990;
Beattie, 1991; Crawford-Welch, 1991a; Crawford-Welch, 1991b). 
Where necessary, the propositions and questions were then re-edited 
to ensure relevance to the hotel industry. From these re-edited 
propositions and questions, a questionnaire was developed to cover 
relevant aspects of Jain's research agenda (See Appendix A; 
questionnaire items A1-A7 and C1-C4 represent the tentative 
research propositions). The remaining questions were developed to 
obtain information about each company's overseas brands, 
internationalization in terms of percent of rooms located overseas
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and types of overseas properties, market segments targeted by the 
overseas brands, as well as each company's marketing strategy.
Design of  Primary Research
A three step research method was utilized in the primary 
research. The first step was to seek the participation of a small 
research sample while the second step involved sending a 
questionnaire to those who responded to the original request for 
participation. The final step was to engage the questionnaire 
respondents in a phone interview to probe questionnaire answers 
further. The requests for participation were mailed to potential 
respondents on October 2, 1992 and the questionnaires were sent to 
respondents on November 2. Interviews were scheduled with the 
four questionnaire respondents between December 1 and December 
10. The request for participation, the final questionnaire and the 
interview guides are contained in Appendix A.
A criterion sample was drawn for the study to form the 
population of interest. Criterion sampling refers to a purposeful 
sampling method which attempts to review and study members of 
the research sample that meet predetermined criterion of 
importance. Utilization of this sampling method allowed the study to 
draw information-rich data. As the objective is to draw a high level 
of detail from the participants, the sample size is not so important as 
the ability to uncover a great depth of information (Patton, 1990).
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The criteria for the research sample was defined as follows: the 
CEOs and Vice Presidents of International Marketing of the eight 
largest American based hotel companies as determined by H otels' list 
of the world's largest corporate hotel chains. These eight companies 
are Holiday Inn, Best Western, Choice Hotels International, Hilton 
Hotel Corporation, Hyatt Hotels, Marriott Hotels International, ITT 
Sheraton and Radisson Hotels (Martin, 1992). These criteria ensured 
developing a small sample of individuals with sufficient experience 
in international hotel marketing who could respond in depth to 
questions about globalization and standardization as well as specific 
questions about the international marketing strategies employed by, 
and the internationalization of, their hotel companies.
In order to obtain a favorable response from these potential 
participants, a request for participation was sent to them, outlining 
the study’s objectives and clarifying what would be asked of them. 
This request served the dual purpose of obtaining a commitment to 
participate in the study as well as identifying the participants.
The questionnaire was designed for the purpose of attitude 
measurement. A Likert scale was developed to measure the 
respondent's attitudes about globalization and standardization. A 
Likert scale consists of a series of statements that express either a 
favorable or unfavorable attitude about the concepts under study, in 
this case, globalization and standardization. Respondents are asked 
to reveal the level of agreement or disagreement with each
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statement by assigning a numerical score to reflect how favorable or 
unfavorable their attitude is toward each statement.
Respondents are typically given a Likert scale varying between 
five and nine points, with one end representing positive views about 
the concept under study and the other end representing negative 
views (McDaniel and Gates, 1991). An eight point scale was chosen 
for two reasons. First, an even numbered scale was chosen to avoid 
giving the respondents the choice of giving a neutral response. 
Secondly, an eight point scale was used to get a range of possible 
responses about various aspects of standardization without going 
beyond respondent’s ability to accurately discriminate one category 
from another.
Respondents were asked to mark the number that best 
described their agreement with the tentative research propositions. 
Each question was scaled from 1 to 8; 1 representing strong 
agreement with the statement and 8 representing strong 
disagreement with the statement. Each question eliciting attitudes 
about globalization and standardization was scaled such that strong 
agreement (1) represents positive attitudes about globalization and 
standardization while strong disagreement (8) represents negative 
attitudes about globalization and standardization.
There were three exceptions to this scaling technique:
Questions A5, A6 and C3(c). These three questions were scaled such 
that strong agreement (1) represents negative attitudes about
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standardization and strong disagreement (8) represents positive 
attitudes about standardization.
A second type of scale employed in the questionnaire was the 
constant sum scale, which requires respondents to divide 100 points 
among several attributes and evaluate each individual item relative 
to all other attributes. The number of points allocated to each 
alternative indicates the ranks assigned to them by the respondent 
(McDaniel and Gates, 1991). Respondents used constant sum scales 
to indicate types of strategies employed by each of their company's 
brands in the following areas: positioning, distribution and pricing. 
Respondents also used a constant sum scale to indicate their 
company's guest profiles for each brand.
Pretest o f  Quest ionnaire
Prior to being sent out, the questionnaire was reviewed by an 
international marketing executive who paralleled the definition of 
the criterion sample, although in another industry. This executive 
did share the same basic knowledge of international marketing and 
had the same time constraints as the sample under study. This 
pretest served to review the questionnaire for readability and 
fo rm atting .
This review shaped the final stage of the questionnaire with 
several suggestions for revision. Use of jargon was dropped, the 
questions simplified and the question sequence changed. The
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interviewee also suggested dividing the questionnaire into sections. 
As the section on attitudes about standardization proved to be the 
easiest and most provoking section of the questionnaire, it was 
moved to the beginning to act as a warm-up section.
Interv iews with Respondents
Follow-up interviews were scheduled with the respondents to 
further probe their answers to the questionnaire. The interviews 
were conducted using elite interviewing procedures, with interview 
guides being sent to interviewees prior to the interview. Elite 
interviewing is a form of interviewing that focuses on a particular 
type of interviewee and ensures that valuable information can be 
gained due to the interviewee's expertise in the area under study 
(Patton, 1990). The interview guide, which shaped the flow of the 
interview, was developed through analysis of all of the 
questionnaires as well as each interviewee's answers in particular 
Elite interviewing does have its drawbacks. Due to their 
considerable time constraints, questionnaire respondents were 
inaccessible, and interviews proved difficult to schedule.
Interviewees were, however, able to demonstrate a great deal of 
understanding about globalization and standardization, as well as the 
international marketing strategies employed by their companies.
The depth of knowledge they displayed allowed the study to gain a
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deeper understanding of the conditions that would allow or prohibit 
globalization and standardization to be implemented.
The interview guide sent to each interviewee prior to the 
interview is a list of questions and issues that will be covered during 
an interview. It is prepared to ensure that similar information is 
addressed in different interviews. The interviewer remains free, 
however, to explore and probe areas of interest that may arise 
during the course of the interview (Patton, 1990).
Each of the interview guides followed the same basic format. 
Differences in responses to the questionnaire did result in slightly 
different interview guides being sent to each interviewee. Actual 
interviews also varied slightly as each interviewee expressed 
different concerns about globalization and standardization.
S u m m a r y
This chapter has outlined the methodology used in this study.
As this is an exploratory investigation of marketing standardization 
by hotel companies, the methodology chosen to conduct the study 
needed to delve into the issue with greater depth than could be 
obtained from traditional survey methods of research. The sampling 
method served to find study participants who exhibited a depth of 
understanding of globalization and standardization through the 
questionnaire responses. Even greater understanding of 
standardization by hotel companies was obtained through the
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interviews. Evaluation of the tentative research propositions through 
this primary research thus provided insight into marketing 
standardization by hotel companies.
CHAPTER 4
RESULTS
The previous chapter discussed the development of the 
tentative research propositions which were then included in the 
questionnaire. These tentative research propositions were evaluated 
using a small sample of hotel executives. The survey instrument for 
this evaluation, including the request for participation, the 
questionnaire and the interview guides is contained in Appendix A. 
This chapter reviews the results of the questionnaire and the 
interviews in the context of the research problem and subproblems.
The first section of this chapter reviews Section B of the 
questionnaire to place each respondent's answers in the context of 
the overseas brands each company maintains, its degree of 
internationalization, and the market position of each of the 
company's brands. Question C5(b), covering each company's 
international involvement, will also be reviewed briefly and then 
conclusions will be drawn about each company's international 
o rien ta tion .
The next section analyzes the answers to Sections A and C of 
the questionnaire. These sections evaluated the research 
propositions by examining the attitudes of the research sample to
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statements about globalization and standardization. Relevant 
opinions or statements given during the interviews will be included 
in this section to aid explanation of the questionnaire results. This 
section will be formatted such that result of each question is 
presented individually.
Study P art ic ipants
Sixteen requests for participation were sent out to the 
previously discussed potential participants and seven affirmative 
responses were received, indicating their willingness to participate. 
Responses were received from five executives involved in the 
international marketing process as well as two from public relations 
and corporate information departments. Questionnaires were then 
mailed to the seven potential questionnaire respondents. Four 
questionnaires were received from these seven potential 
respondents: J. Raymond Lewis, Senior Vice President of Marketing, 
Holiday Inn Worldwide; Anthony Rothwell, Vice President of 
International Marketing, Choice Hotels International; Dennis Koci,
Vice President, Hilton Hotels and Elaine Hendricks, Research Projects 
and Marketing Planning with assistance from Tom Bogart, Director of 
International Marketing, Best Western International. Respondents 
were randomly designated Respondents A, B, C, and D and their 
companies' designated accordingly as Companies A, B, C, and D.
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Respondents and their companies will hereafter be referred to by 
these terms.
Telephone interviews were scheduled with Respondents A, B 
and C. Due to time constraints, an interview was unable to be 
scheduled with Respondent D, preventing further interpretation of 
Respondent D's questionnaire.
Each Company's  International  Marketing Involvement.
In addition to examining the respondents' attitudes about 
standardization and standardizing their companies' international 
marketing programs, it is important to examine the degree and 
method of the respondent's companies' international involvement. 
Previous literature on standardization has determined that 
organization factors play a major part in the decision to standardize 
(Aylmer, 1970; d'Antin, 1971; Brandt and Hulbert, 1977; Hamel and 
Prahalad, 1985; Jain, 1989). Furthermore, research on 
internationalization in the hotel industry has identified that a 
company’s method of international involvement is a major factor in 
its ability to control its overseas properties (Dunning and McQueen, 
1982; Littlejohn, 1985; Crawford-Welch, 1988).
Section B of the questionnaire asked how many brands the 
company maintains in Western Europe, the number of countries in 
Western Europe the company maintains each brand and the 
approximate percentage of the company's rooms located overseas
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and in Western Europe. The results of the questionnaire found that 
the degree to which the respondent's company is involved in 
international marketing varies in several ways. These four 
companies differ in both the number and types of brands they 
maintain overseas, as well as in their internationalization as defined 
by percentage of rooms located overseas and in Western Europe.
Overseas  Brands
Respondents B and D reported the greatest degree of 
international marketing involvement in terms of number of brands 
maintained by Companies B and D in Western Europe. Company B 
maintains four brands in Western Europe, each varying in the 
number of countries in which the brand operates. Company D 
maintains one major brand with "several product extensions or sub­
brands depending on brand needs" in fifty-five countries worldwide. 
In addition to the core brand, Company D has three brand extensions 
in Western Europe. Both Companies A and C maintain one brand in 
W estern Europe.
Percentage  o f  In ternat iona l iza t ion
Beattie (1991) measured internationalization in the hotel 
industry by the percentage of a company's total rooms located 
overseas. In addition to analyzing internationalization through this
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measurement, the questionnaire utilized in this study analyzed 
percentage of each company's total rooms located in Western Europe. 
Company A reported the greatest degree of internationalization as 
determined by the percentage of the company's total rooms located 
overseas and in Western Europe. Approximately one-third of the 
company's total rooms are overseas and one-quarter of the 
company's total rooms are located in Western Europe. Company C, on 
the other hand, reports the lowest degree of internationalization with 
less than one percent of the company's rooms located overseas. The 
overseas division of Company C is a relatively new brand. True to 
the nature of a brand of luxury hotels, this brand is slow in its initial 
development (Withiam, 1985). Approximately ten percent of 
Company B's rooms and fifteen percent of Company D's rooms are 
located overseas. Both also have approximately five percent of their 
rooms located in Western Europe. It is significant that all of the 
companies concentrated their overseas efforts in Western Europe.
No significant trends are evident in analyzing the percentage of 
company's rooms located either overseas or in Western Europe from 
1989 to 1991. None of the companies reported any variance in their 
percentage of rooms overseas or in Western Europe greater than two 
percent in that time period. This is in contrast to the expectations of 
sudden upward surges in internationalization, especially in Western 
Europe (Crawford-Welch, 1991; Teare, 1991). This may be due to the 
overseas expansion being equal to domestic growth.
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For instance, Company B had begun to expand vigorously in the 
United States as well as overseas in the early 1990s. Acquisitions of 
three major brands as well as prior additions of four other major 
brands doubled the company size during this same period in which it 
nought overseas expansion (Hasek, 1991). The simultaneous move 
into Europe sefv.Qd_.to expand the brand as well as develop some of 
the company's brands into a new market. The lack of mid-market 
and economy properties in Europe offered an opportunity for 
expansion in a market relatively open to established mid-market or 
economy brands (Selwitz, 1991). Companies A and D have also 
maintained steady domestic growth (Jesitus, 1991).
Market Positions of  the International Brand
Three respondents representing six brands responded to the 
question concerning a self-evaluation of brand position. Two brands 
were listed as first class, one as luxury, one as middle market, one as 
economy and one brand was listed as being between economy and 
middle market. Although no major trends were discerned in these 
answers, it is significant that the answers ranged from economy to 
luxury, with more brand located on the economy/middle market 
segment than in the luxury segment.
Most American companies have traditionally tended to target 
the higher ends of the market when expanding abroad (Lewis and 
Chambers, 1989; Bell, 1989). That appears to have changed as
Company A and Company B expanded overseas without significantly 
changing their domestic image for the overseas market. Hoteliers are 
starting to recognize the absence of middle-market and economy 
hotels and hotel chains in Europe (Rowe, 1991; Fisher, 1989).
The international properties of Company A, however, are 
slightly more upscale than those found in the United States. As the 
primary goal of overseas expansion is to extend the brand name to 
both outgoing and incoming travel, Company A has decided to build 
slightly more upscale properties in Europe. Europeans who can 
engage in international travel can be expected to have higher 
standards than those who do not. Therefore, exposing these 
travelers to high standards in Europe should entice them to stay in 
Company A's hotels while in the United States.
Respondent A did clarify that these Europeans would be 
comfortable while staying in the U.S. properties. As early as 1989, 
Company A began to intensify efforts to attract an upscale domestic 
market. Owners of upscale properties were happy to convert to 
Company A and pay lower fees while obtaining strong support from 
the corporate office (Bergman, 1991). This move is in line with the 
subsequent attraction of international travelers to Company A hotels 
located in the United States.
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Form of  International Involvement Chosen
Question C5(a) requested the forms of international 
involvement chosen by each company in its Western European 
properties, and the interviews revealed the motivations behind the 
choice of international involvement. Because an interview could not 
be scheduled with Respondent D, further insight into the motivations 
behind the forms of international involvement chosen by Company D 
was not possible.
The form of international involvement chosen by a hotel chain 
has a great affect on its ability to control its overseas properties 
(Dunning and McQueen, 1982, Littlejohn, 1985, Crawford-Welch, 
1988). Growth through equity and/or management involvement in 
the overseas properties ensures that the company maintains greater 
control over these properties. Furthermore, Go (1989a) identified 
that lack of control or accountability of overseas franchises as a 
major drawback of international expansion through franchise 
contracts in a study conducted for the International Franchise 
Association.
The results of this study indicate that despite this drawback, 
expansion through franchise contracts remains a popular form of 
international involvement. Company A maintains no equity or 
management involvement in its Western European properties, 
prohibiting a great deal of control over these properties. Company A 
does have international representatives in each country in which it
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has overseas properties. These international representatives serve 
to ensure that Company A's standards are being met. Company C 
attempts to expand through franchising whenever conditions permit. 
The franchise agreements are written so as to set specific standards 
which the overseas franchisees must meet in order to keep the 
franchise license. If franchise agreements are not possible, Company 
C maintains equity involvement in its Western European properties, 
ensuring control over these properties.
Company B, on the other hand, maintains either management 
or equity involvement in all of its Western European properties, 
allowing for a great deal of control over these properties. Company 
B’s international involvement is exclusively through ownership of its 
properties or through management contracts, facilitating 
standardizing its marketing program whenever it is deemed 
necessary .
Company D takes a middle ground approach to its international 
expansion, expanding through equity or management involvement in 
half of its Western European operations. The remaining properties 
are franchises.
In te r n a t io n a l  O r ien ta t io n
Further insight into the possibility of standardizing marketing 
programs can be gained by analyzing the questionnaires and 
interviews in the context of their international orientations. The
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intention here is not to analyze the companies themselves, but rather 
their international orientations as represented by the questionnaire 
respondents, with further insight gained through follow-up 
interviews. This analysis should reveal the extent to which these 
companies realize the potential benefits of a global business system 
which in turn should correspond to a greater propensity to 
standardize the company's marketing program. The previously 
discussed E.P.R.G. approach (Perlmutter, 1968; Wind, Douglas and 
Perlmutter, 1973) provides a clear framework to analyze the 
international orientations of these companies.
The key to this analysis lies in the motivations to international 
expansion and the form of international involvement undertaken in 
pursuing international expansion. These two factors determine the 
benefits sought from the companies' overseas properties and the 
degree of control exerted over these properties as well as the ability 
to exert control over these properties.
Respondents A and B presented their companies as displaying 
aspects of ethnocentric, polycentric and regiocentric orientations. 
Because the primary motivation of Companies A and B is to expand 
domestic demand, a key component of the ethnocentric firm is 
displayed. However, because of the form of international 
involvement each has chosen, the corporate offices have little power 
to control the direct activities of the overseas properties and they are 
dependent upon local expertise. This dependence upon local 
expertise together with Company A's lack of control in its overseas
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properties' marketing causes each property to conduct marketing 
activities independently of each other, a trait of the polycentric firm. 
Company B is also dependent upon local managers, but does exert 
greater centralized control over the overseas properties.
Questionnaire responses did reveal that Respondents A and B believe 
that standardization has relevance for their company, and that 
marketing activities should be organized on a regional basis where 
possible.
Company C clearly displays traits of a regiocentric or geocentric 
firm, with a few caveats. Company C's motivation in seeking 
international involvement, extending its most profitable domestic 
division, as well as the high level of attention and guidance offered 
by the corporate office are the primary reasons for labeling Company 
C a geocentric firm. This motivation for international expansion 
allows the brand to be treated as a potentially important profit 
generator, requiring attention from the corporate office as the brand 
develops. Furthermore, despite the tight control exerted by the 
corporate office in the overall marketing strategy, the corporate 
office does permit each property to adopt its practices to the local 
market. It should also be noted that Company C's overseas brand 
targets a global market segment, global business and pleasure 
travelers. Respondent C believed that these travelers do share the 
same basic needs and wants. Respondent C did caution that 
allowances do need to made when necessary.
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Several other factors should be mentioned to explain this 
orientation. Because of the failure to obtain critical mass by 
Company C's international brand, regional marketing strategies 
would be ineffective. Furthermore, because of the centralization of 
marketing and operational reported by Respondent C, it remains 
unclear to what degree each property takes advantage of local 
expertise .
It is significant that these hotel executives and their respective 
companies displayed aspects of three different international 
orientations. Given the extent of their international operations as 
well as the range of their brands' market positions, this should be 
explored in greater detail to determine which international 
orientation can best serve different sized companies as well as 
different types of hotel brands.
Attitudes about Globalization and Standardization
Section A of the questionnaire queried respondents about their 
attitudes toward globalization and standardization. Specifically, the 
first four questions evaluated attitudes about the push to 
globalization and the benefits to standardization while the next two 
questions evaluated attitudes about the obstacles to standardization. 
The final question elicited the respondent's attitudes about the 
tradeoffs between the major benefit of standardization against the 
major obstacle to standardization. These questions synthesize the
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major push towards globalization and the most often cited benefits 
and barriers to standardization. Analyzing the answers to these 
questions should yield the respondents' overall attitudes about 
globalization and standardization. Results to these questions can be 
reviewed in Appendix B.
Benefits to Globalizat ion and Standardization
A l: The growth of worldwide travel has lead to a growing 
convergence of the traveler's needs and wants.
The mean answer for this statement was 4.3. Elimination of one 
extreme response, a 7, resulted in a new mean of 3.3. In either case, 
the respondents agree with this statement, but not strongly. This 
statement represents the core of the globalization argument. 
Proponents of globalization believe strongly that the growth in 
worldwide communications and transportation has lead to a 
convergence of demand. Convergence of demand, according to this 
argument, is the major push for standardized products. Recognizing 
this convergence of demand allows companies to realize cost savings 
in product development and production. Global corporations can then 
offer their products at lower prices to the global consumer (Levitt, 
1983).
Interviews yielded statements indicating belief in this 
statement under certain circumstances. For instance, Respondent A 
offered the opinion that the needs and wants of domestic business
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and pleasure travelers mirrored those of international domestic and 
pleasure travelers. Respondent C also holds this opinion, especially 
concerning those travelers who stay in luxury properties. Although 
Respondent C stated that these travelers shared the same 
expectations for all luxury hotels, adjustments should be made in 
certain markets. For example, expectations are higher in Hong Kong 
because of the number of world-class hotels in that market. In short, 
these respondents indicated that because of the increased 
sophistication of global travelers, certain minimum standards will 
become expected of all hotels in a given class.
A2: Standardization results in higher profits through economies 
of scale and lower costs.
The mean answer to this question was 3.3. Once again, the 
respondents agree with this statement, but not strongly. This 
particular statement represents one of the stronger and most often 
cited reasons for standardizing a marketing program. Theoretically, 
standardization results in greater profits for the global corporation 
by employing economies of scale and reducing costs of product 
development and production (Levitt, 1983). Sorenson and 
W eichmann (1975), however, found that marketing executives were 
hard-pressed to detail exactly how standardization reduces costs or 
results in higher profits. The answers to this question similarly 
indicate that increased profits through standardization may be 
theoretical or difficult to quantify. Further research should be 
undertaken to quantify the cost benefits of standardization.
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Respondents A and B did state that standardization resulted in 
a reduction of the time required for development of marketing 
programs. Standardization also resulted in a more efficient operation 
where the corporate office and the international properties 
interacted. This reduction of time translates immediately into cost 
savings. It should be noted that because Companies A and B did not 
have significant equity involvement in their overseas properties cost 
savings in operations are not a major concern to them.
A3: Standardization results in improved planning and control 
over international marketing.
The mean response to this question was 3.0. This statement 
refers to a second set of benefits of standardization. Ways in which 
standardized marketing programs can result in improved planning 
and control include smoother subsidiary relations, maximized utility 
of well-developed marketing programs and exertion of a greater 
degree of control over subsidiary marketing programs.
Questionnaire respondents agreed with this set of benefits slightly 
more than they did to those of A l, indicating that control over the 
subsidiaries may be a greater factor in their decisions about 
standardization than potential cost savings. Once again, Respondents 
A and B stated that standardization resulted in greater efficiency in 
their international involvement.
Company C maintained strict control over the international 
properties, therefore standardizing the marketing program and 
especially the service procedures were in line with that objective.
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Respondent C stated that it was difficult to work through different 
owners and management companies because of the dispersion factor. 
Because Company C maintained control over marketing programs, 
brand image and market segments sought, standardization would 
appear to be an ideal strategy to achieve these goals.
This issue will be examined in greater detail in the section 
about distribution strategies. Each distribution channel carries with 
it different degrees of control over the overseas operations, with 
consequent variances on the ability to standardize the marketing 
program. Interviews with questionnaire respondents dealt with the 
issue of differing relationships with the overseas properties.
A4: Standardization results in a consistent brand image, 
thereby reducing the consumer's perceived risk.
Questionnaire respondents agreed with this statement about 
benefits to standardization more strongly than that the other 
benefits of standardization, responding with a mean of 2.5. This 
indicates that this is the most relevant benefit of standardization to 
the hotel industry.
.Consumers are faced with a greater amount of risk in their 
purchase decision for the hotel product/service bundle than in 
purchase decisions for more tangible products due to the intangible 
nature of the hotel product/service bundle (Renaghan, 1981; Lewis 
and Chambers, 1989). A standardized brand image is one way of 
reducing this consumer risk. By providing a consistent brand image,
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hotel companies are able to reduce the perceived purchase risk and 
assure the consumer of a pre-determined level of quality.
Distribution of an established brand image was one of the 
reasons cited for companies to expand overseas during the 
interviews. Reducing the consumer's perceived purchase risk is 
clearly a motivation for expanding the brand image in order to 
increase sales and is therefore an issue of great concern.
Respondents A and B in particular had a strong belief in the 
necessity of standardizing the brand image with the express purpose 
of reducing consumer risk. In fact, Respondent B had to be prompted 
to elicit views on this subject because he/she believed so strongly 
that standardizing the brand image to reduce consumer risk is such a 
basic premise of international hotel marketing that he/she thought it 
was just assumed.
Respondents A and B cited expansion of the brand name as one
of the primary reason their companies expanded overseas. Opening
properties overseas gives each of the brands operated by Company A 
and Company B greater international recognition. International 
brand recognition can be increased by both incoming and outgoing 
travel, i.e., domestic travelers traveling to potential overseas markets 
and international travelers traveling to the United States.
Respondent B stated that the generation of new profit centers
was a secondary benefit of expanding overseas, rather than the
primary benefit. If the objective of overseas expansion is brand 
expansion, providing a consistent brand image becomes vital.
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Standardization appears to be the most effective method of creating 
a consistent international brand image.
Respondent C diverged in the explanation of this question, 
stating that Company C's objective in seeking overseas expansion was 
not to leverage the brand name. Company C operated a relatively 
new overseas brand, one which has yet to develop sufficient critical 
mass. However, Respondent C stated that once the brand developed 
sufficient critical mass, greater marketing efforts would be made. 
These marketing efforts would be developed from the brand image 
being currently developed through tightly controlled marketing and 
operations.
Obstacles to Standardization
A5: The dissimilarity of economic conditions in different 
markets makes marketing standardization impossible.
The mean response to this question was 5.5, indicating a much 
slighter disagreement with this obstacle to standardization than 
indicated in previous studies on standardization. Differences in 
economic conditions between countries have been cited as one of the 
strongest obstacles to implementing a standardized marketing 
program (Buzzell, 1968). One possible explanation to this divergence 
from past views about this perceived obstacle to standardization is 
the relative homogeneity of the Western European market. On the 
other hand, this oft-cited obstacle to standardization may be less
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relevant today with the advent of Europe 92, the North American 
Free Trade Agreement and other free trade agreements all designed 
to minimize structural differences between economies located in the 
same region.
A6: Different cultural norms make international marketing 
standardization impossible.
The mean response, 6.3, indicates these respondents do not 
perceive cultural differences as a significant obstacle to 
standardization. Furthermore, eliminating one extreme response, a 4, 
results in a mean of 7.0 for the remaining responses. Most of the 
respondents disagree strongly with this statement.
Past studies on standardization have indicated that cultural 
differences between countries are virtually insurmountable (Buzzell, 
1968; Wind, 1986). The results of this study apparently dispute the 
findings of previous studies and publications on standardization.
While previous studies have indicated that economic and cultural 
differences between countries are significant obstacles to 
standardization, this study indicates otherwise.
This discrepancy with previous studies can be partially 
explained by two intervening factors. The first factor originates in 
the delimitation to Western Europe, in which inter-region travel and 
contact can be perceived as having lead to less rigid borders than 
found in other regions. The other factor is that most respondents 
indicated that their companies target business and pleasure 
travelers. Respondents indicated in the interviews that they
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believed these travelers share the same needs and wants to some 
degree.
A7: Customers are willing to make a tradeoff between their 
cultural preferences for lower prices.
The mean for this statement is 5.5, indicating slight 
disagreement with this statement. This response indicates the 
respondents do not believe strongly in one of the working premises 
behind globalization. If statement A1 represents the thrust behind 
globalization, this statement represents the tradeoff between the
benefits and barriers to standardization that allow it to be
im p lem en ted .
S ta n d a rd iz in g  Specific  A spects o f th e  M a rk e tin g  P ro g ra m
Attitudes about standardizing the product/service bundle, 
advertising, distribution, positioning, pricing and segmentation 
strategies were also analyzed through the use of Likert scales.
Questions in Section C of the questionnaire also examined branding, 
advertising, distribution, positioning, pricing and segmentation 
strategies through the use of constant sum scales. This section will 
report the findings about the attitudes about standardizing these 
aspects of the marketing program and review relevant points of the 
strategies employed by their companies. Results of these questions
can be reviewed in Appendix C.
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C l: Each brand’s product/service bundle should be 
standardized throughout all the countries in Western Europe in 
which we operate.
The mean response to this statement is 4.0, indicating the 
respondents agreed somewhat with this statement. However, if one 
extreme response, an 8, is omitted, the mean is 2.3, indicating fairly 
strong agreement with this statement by the other respondents. 
Unfortunately, an interview could not be scheduled with Respondent 
D, the extreme respondent. Standardization of the product/service 
bundle does not necessarily refer to the offering of "cookie-cutter" or 
identical hotels, but includes standardization of the company's 
service procedures in addition to aspects of the physical product and 
atmospherics, etc.
Respondent C did express strong agreement (2) with the 
statement, but clarified this view during the interview. Respondent 
C believed that a consistent image is important to the development of 
an international chain, but not at the expense of producing a local 
flavor to each hotel. Especially in the luxury segment, each hotel 
should be able to develop the type of hotel, operating procedures and 
levels of service that best attract its market and meets its needs and 
wants. For instance, having desk clerks in Hawaii say "Aloha" instead 
of "Hello" is within the service parameters established to maintain a 
consistent image. Furthermore, while the hotels should maintain 
consistency in product and service offerings, the minimum
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acceptable level of product/service offerings needs to be upgraded in 
certain markets, such as Hong Kong.
Respondent B stressed a higher degree of standardization was 
necessary to meet the needs of Company B's market position. 
However, rather than mention the aspects of a luxury property that 
may change in different markets, Respondent B mentioned more 
basic concerns of the middle to economy market. In the case of one 
of Company B's brands, Respondent B believed that travelers in these 
markets were looking for decent accommodation at a good value with 
some food and drink available. In the case of another of Company 
B's brands, which are all built from the ground up using standardized 
blueprints, he/she mentioned that this market was looking for the 
basics; cleanliness with some degree of decoration.
Respondent A had a middle of the road approach to 
standardizing the product/service bundle. Respondent A stressed 
the importance of developing a consistent brand image, but 
acknowledged that some degree of customization was required and 
welcomed. The intent here was not so much standardization of the 
physical product, but of the overall image, and perception of the 
brand by international travelers
C3(a): The only difference between advertisements in different 
countries should be one of appropriate language translation or slight 
idiomatic changes.
The mean response to this question about prototype 
advertising standardization is 5.8, indicating slight disagreement
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standardization should be implemented, only Respondent C believes 
that prototype standardization should be implemented.
An earlier study on international advertising standardization in 
the hotel industry had identified four major barriers to 
standardization: differences in the cultural, economic, legal 
environments and differences in customer perception (Messenger 
and Mei Lien, 1991). In contrast, the four respondents to this study 
had previously indicated that they did not believe differences in the 
cultural and economic environments to be strong barriers to 
standardization. If hotel companies target regional or global market 
segments that share common attitudes, interests and opinions, 
pattern standardization of the advertising campaign should prove to 
be effective.
The major reason why Respondent C believes that prototype 
standardization is relevant to Company C lies in the message 
delivered in its advertising. Respondent C stated that Company C's 
advertising stresses image building, for which literal translation with 
appropriate modification is more suitable than in cases in which a 
specific message is being communicated.
In either case, pattern and prototype standardization meets the 
needs of the international firm wishing to presents its consumers 
with a uniform worldwide image. In fitting with their goals of 
presenting a uniform global brand image, a standardized advertising 
campaign can reduce message confusion in a region such as Western 
Europe where there is media overlap or country to country mobility
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(Peebles, Ryans and Vernon, 1977). By producing a single 
international advertising campaign, these international hotel 
companies can also reduce production and creative costs. The only 
real question that remains is determining the degree to which the 
campaign should be standardized.
C5(b): I feel each brand’s distribution strategies should be 
standardized throughout Western Europe.
The mean response to this question was 6.0. However, 
elimination of one extreme response, a 2, yields a new mean of 7.3, 
indicating an unfavorable attitude towards standardization of 
distribution channels. Interviews with the respondents uncovered 
the reasoning that while they wanted to standardize the method of 
marketing involvement and the distribution channels used, artificial 
barriers prevented them from doing so. Each interviewee indicated 
their company had specific goals in mind in seeking international 
expansion and that one particular method of international 
involvement was best suited for the company to meet that goal.
These responses indicate that their companies have characteristics of 
Henzler and Rail's (1986) "blocked" global business in which the 
companies recognize the advantages of global business systems, but 
are prevented from realizing them.
Respondent C, the extreme respondent to this question, 
indicated that all of Company C's overseas involvement was through 
either equity involvement or through management contracts. These 
two methods of involvement are consistent with the goal of
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maintaining as much control as possible over the overseas properties 
as a method of producing and preventing a consistent global image.
Respondents A and B both indicated that artificial barriers to 
using the same form of international involvement prevented them 
from doing so, rather than any unwillingness to do so. Respondent B 
stated that given a choice, Company B preferred individual franchises 
to be set up through overseas offices. However, if that was not 
possible due to artificial barriers such as government regulations or a 
lack of qualified franchisees, master franchisees would established.
In the case of Company A, the form of involvement is also 
standardized as much as possible. Company A also uses a form of 
involvement in which a designated Company A representative 
ensures that each overseas property adheres to a predetermined 
standard. This is consistent with the company's domestic structure 
as well as the company goal of increasing international brand 
recognition while also reducing the Company’s financial risk of 
in ternational involvem ent.
C6(b): I feel each brand's positioning strategies should be 
standardized throughout Western Europe.
The mean response to this question was 3.3, although omission 
of one extreme response, a 7, yields a new mean of 2.0, a generally 
favorable response. Unfortunately, an interview could not be 
scheduled with Respondent D, the extreme respondent. The 
predominant positioning strategy indicated in C6(a), brand name 
positioning, is consistent with each company's goals of international
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involvement. Positioning by brand name furthers the push to 
standardization as a consistent international brand image must be 
developed .
C7(b): I feel each brand’s pricing strategies should be 
standardized throughout Western Europe.
The mean response to this question was 2.3, indicating a 
favorable attitude about standardizing pricing strategies. However, 
only two respondents indicated their companies were involved in the 
pricing decision due to the nature of their international involvement. 
Having only two respondents is insufficient to draw any conclusions.
C8(b): I feel each brand's segmentation strategies should be 
standardized throughout Western Europe.
The mean response to this question was 3.3. Omission of one 
extreme response, a 7, yields a new mean of 1.5, an extremely 
favorable response. Once again, an interveiw could not be scheduled 
with Respondent D, the extreme respondent. The respondents' 
answers to the constant sum scales on behalf of their companies 
indicate that these companies are employing inferential 
segmentation variables that should identify cross-national market 
segments. Rather than use descriptive variables such as geographic 
or demographic segmentation variables, inferential variables such as 
psychographic, usage and benefit segmentation variables are 
employed. Inferential variables allow the global company to target 
market segments that are geographically dispersed, rather than 
those market segments confined to a specific geographic region.
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These variables should allow the companies to identify global 
or regional market segments, facilitating the standardization decision. 
For instance, Respondent B mentioned that Company B has targeted 
several such market segments. Examples of these include the 
corporate market and the non-smoking and senior citizen markets.
S u m m a r y
The small sample of hotel executives used in the primary 
research provided a thorough evaluation of the tentative research 
propositions developed through the literature review. 
Internationalization strategies and various measures of international 
involvement were analyzed, including the forms of international 
involvement chosen by the study participant's hotel companies, 
types of brands maintained overseas as well as the percentage of
each company's rooms located overseas and in Western Europe.
Questionnaire responses also analyzed these executives' 
attitudes about globalization and standardization as well as their 
attitudes about standardizing various aspects of their company's 
international marketing program. These issues were explored in 
greater detail during follow-up telephone interviews scheduled with 
three of the four questionnaire respondents.
Results of this study indicate that the tentative research
propositions are valid and should be explored through future
research. These propositions, evaluated in questionnaire form,
indicate general agreement with statements about the benefits of 
standardization and general disagreement with statements about the 
obstacles to standardization as they apply to Western Europe. In 
particular, standardization was seen as a viable method of producing 
a consistent brand image, one of the primary motivations behind 
these companies' international expansions. Respondents also 
indicated that several aspects of the marketing program should be 
s tandard iza tion .
CHAPTER 5
DISCUSSION
This chapter discusses the results of the evaluation of the 
tentative research propositions. This discussion includes findings 
concerning the international orientation of the respondent's 
companies as well as findings about the respondents' attitudes 
concerning globalization and standardization. Based upon previously 
discussed results, the study will present final propositions for future 
research as well as a research agenda for further investigation of 
standardization by international hotel companies.
E ach  C o m p an y 's  In te rn a t io n a l  O r ie n ta t io n
Exploring the international orientations of these companies 
through the questionnaire responses and the interviews with the 
respondents should provide insight into the possibility of 
standardizing these companies’ marketing programs. Conclusions 
drawn about each company's internationalization can be made with 
insight gained from other aspects of the questionnaire and the 
interviews. Examining each company's internationalization should 
aid investigation of standardization in the hotel industry and reveal
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patterns that may suggest new avenues for future research. The 
conclusions derived from this analysis consider the form of 
international involvement undertaken by each company and the 
company’s desired benefits of international expansion. Based upon 
this analysis, the appropriateness of Henzler and Rail's (1986) four 
globalization strategies is suggested for Companies A, B and C.
Because an interview could not be scheduled with Respondent D, 
further insight could not be determined to develop this analysis for 
Company D.
Company A, which had the greatest degree of 
internationalization, was in the weakest position to implement a 
standardized marketing program, in spite of Respondent A's 
favorable attitudes about standardization. However, Company A's 
motivation in seeking overseas growth is developing the brand image 
on an international basis, which necessitates standardizing the 
product/service bundle and the marketing program as much as 
possible.
Company B similarly had a relatively high degree of 
internationalization and strong motivations for standardizing the 
marketing program, if not the product/service bundle. Respondent B 
also had extremely favorable views about standardization, viewing 
standardization as a common-sense approach to marketing. Like 
Company A, Company B also maintained little to no equity or 
management participation in the overseas properties. The resulting 
dilemma was resolved by thorough franchise agreements.
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Respondent B indicated that these agreements were sufficiently 
detailed to ensure that the overseas properties would consistently 
meet given standards.
Company C was in the best position to implement a
standardized marketing program, and does so as much as possible.
Respondent C, however, cautioned that because the international 
brand operates luxury properties, total standardization of the
product/service bundle is not possible, and marketing programs are
customized whenever necessitated by market characteristics and 
custom er preferences.
The form of international involvement undertaken is the 
primary determinant of whether standardization can be 
implemented effectively. If the company chooses a method of 
international involvement with equity or management participation, 
then standardization can be implemented through effective 
centralized marketing and operations. However, if the overseas 
properties are given freedom in marketing and operations because of 
the structure of the parent company's method of international 
marketing involvement, then standardization becomes difficult to 
im plem ent.
No one globalization strategy is appropriate for Company A, B 
or C although there appears to be a consensus on the advantages of 
either global business systems or local adoption. Each respondent 
indicated agreement with the benefits of standardization and slight 
disagreement with the obstacles to standardization. Despite this
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consensus, a discrepancy exists in the appropriateness of each 
strategy for each aspect of the marketing program.
Companies A and B displayed aspects of the ethnocentric, 
polycentric and regiocentric orientations, and thus realized different 
perceived advantages to a global business system. Companies A and 
B, which have little control over some aspects of the marketing 
program, would thus gain from a tailor made strategy in most 
aspects of the marketing program when little advantage is realized 
from globalization. On the other hand, an integration strategy is 
called for in an area such as advertising, which all companies believe 
should be standardized to some extent (Henzler and Rail, 1986). 
Company C, as a whole, would gain from both an integration strategy 
with little local adoptations as well as the maintenance of strong local 
function organizations for sales and service as well as an interaction 
strategy calling for worldwide operation on a multicentered and 
integrated basis (Henzler and Rail, 1986).
Henzler and Rail's (1986) model of global businesess does not 
rigidly define firms, or even entire industries, as any one type of 
global businesses. It can therefore be expected that firms can utlize 
different globalization strategies based on factors such aspect of 
marketing program being considered, form of international 
involvement chosen and goal of international expansion. In sum, 
none of these companies can rigidly implement any one of the 
globalization strategies, but can gain from aspects of all four.
Globalizat ion and Standardization
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The results of the questionnaire indicate the respondents 
mostly agree with the tentative propositions about globalization and 
standardization. The mean score of each of the four responses to the 
eleven questions about standardization as well as the questions 
concerning standardizing specific aspects of the marketing program 
is 3.8. Elimination of all the extreme responses results in a new 
mean of 3.6, a fairly insignificant difference. Overall, the four 
respondents indicate a fair amount of agreement with the statements 
about standardization. However, several trends are apparent in 
reviewing all of the answers together.
Respondents agreed most strongly about the benefits of 
standardization. They were also in disagreement with the 
statements concerning the barriers to standardization, indicating 
they had generally positive attitudes about standardization in theory. 
They believed the benefits to be relevant while the obstacles could 
be overcome. On the other hand, they did not agree with the 
statement concerning a tradeoff between customer preferences for 
lower prices.
They did not agree as strongly about standardizing the nuts 
and bolts issues of the marketing program. Respondents believed 
that some aspects of the marketing program could be standardized, 
but some aspects should not be standardized. Interviews with the 
respondents revealed greater depth of their attitudes and clarified
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some of their answers. The following is a brief presentation of the 
questionnaire findings followed by a statement of explanation as 
discovered through the interviews.
A tt i tu d e s  a b o u t  S ta n d a r d iz a t io n .
In this section, respondents indicated the strongest acceptance 
of standardization in theory, especially concerning the benefits of 
standardization. The mean score of A2-A4 was 2.9, the strongest 
agreement with any section. Respondents indicated that because 
their companies wanted to build a uniform brand image, 
standardization was the best strategy for doing so. Standardization 
was also seen as a means of increasing efficiency of marketing and 
operations. Finally, standardization was seen as a method of 
reducing the expense of developing international marketing 
p rogram s.
Rejection of the potential obstacles to standardization revealed 
that these respondents believed these obstacles could be overcome. 
This belief may be due in no small part to the limitation of using a 
relatively homogenous market as a point of reference. Further 
research may uncover that these obstacles, cultural and economic 
barriers to standardization, may be more relevant in another 
geographic region. Western Europe is the most conducive region to 
standardization with the much anticipated advent of Europe 1992.
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Standardization of  the Product/Service  Bundle
Three of the respondents agreed strongly to standardizing the 
product/service bundle. It should be noted that two of these 
respondents stated that their companies' objectives in expanding 
overseas was to develop a consistent and uniform brand image to 
present to the global traveler. While they did not necessarily believe 
the physical product should be standardized, they did believe that 
the product/service bundle should be standardized as much as 
possible to provide a set of minimum standards that could be 
expected from any of the brand's hotels.
One respondent did not believe the physical product could be 
standardized, but did believe that the brand's service procedures 
should be standardized as much as is possible. While enough 
customization should be implemented to match the product with the 
local environment, this respondent believed that operations and 
marketing should otherwise be centralized
S ta n d a rd iz in g  A spects o f th e  M a rk e tin g  P ro g ra m
Respondents agreed somewhat with standardizing the 
marketing program. However, the degree to which each specific 
aspect of the marketing program should be standardized diverged 
sharply. Detailed analysis of this section is not possible as two of the 
four respondents indicated that their companies had limited input in
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developing their overseas properties' marketing programs.
Respondent C, whose company maintained the tightest control over 
its overseas properties, indicated the most favorable responses to 
standardizing the company's marketing program.
Pattern standardization of advertising was the standardization 
strategy most agreed upon. All of the respondents indicated that 
their companies' advertising campaigns should be designed for use in 
multiple markets and present a consistent and uniform message. All 
of the respondents also agreed that standardization of international 
advertising campaigns is feasible. The respondents who could 
answer questions about standardizing their company's positioning 
and pricing strategies were favorable about standardizing these 
aspects of the marketing program.
Respondents generally did not agree with standardizing the 
form of international involvement undertaken by their company. 
However, their attitudes were due more to recognition of the 
artificial barriers to standardizing their international distribution 
channels than their desire to customize their maketing programs. Go 
(1989a) in a previous study on international marketing involvement 
in the hotel industry, had identified several other artificial barriers 
to franchising including government regulations, difficulty in 
repatriating fee payments, lack of local experience in franchising and 
the inability to find adequate local partners.
The respondents also indicated generally agreement with 
standardizing the companies' segmentation strategies. Furthermore,
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the respondents indicated that their companies implemented 
inferential segmentation variables that would facilitate finding global 
and regional market segments.
P ro p o s itio n s  fo r  F u tu re  R esearch
The primary research was designed to evaluate the tentative 
research propositions. Respondents generally agreed with the 
benefits of standardization and disagreed with the presumed 
obstacles to standardization. They also indicated agreement with 
standardization of the product/service bundle and pattern 
standardization of advertising. Results of the questions about 
standardization of distribution, pricing, positioning and segmentation 
strategies were inconclusive and further research in these areas is 
necessary .
Given these concerns, and the content validity previously 
established in the design of the tentative propositons, the first six 
propositions are retained for future investigation. This study has 
concluded that these six propositions are issues of substance and 
relevance to implementing a standardized marketing program.
Testing these propositions through quantitative research will reveal 
the underlying motivations towards, or against, implementing a 
standardized marketing program. The other four propositions are 
derived from Section C of the questionnaire in conjunction with the 
subsequent interviews. These four propositions should reveal the
specific conditions that facilitate or retard successful implementation
of a standardized marketing program.
P I . The growth of worldwide travel has lead to a growing
convergence of the traveler's needs and wants.
P2. Standardization results in higher profits through economies of
scale and lower costs.
P3. Standardization results in improved planning and control over
international m arketing.
P4. Standardization results in a consistent brand image, thereby
reducing the consumer's perceived risk.
P5. The dissimilarity of economic conditions in different markets
makes marketing standardization impossible.
P6. D ifferent cultural norms make international marketing
standardization impossible.
P7. Companies whose key managers share favorable attitudes
about standardization are more likely to standardize their 
m arketing programs.
P8. Firms seeking to extend their brand image are more likely to
standardize their marketing programs.
P9. Firms who maintain equity and management participation in
their overseas properties are more likely to be able to 
standardize their marketing programs.
P10. Inferential segmentation variables will allow international
hotel companies to target regional or global markets segments.
C o n c l u s i o n s
1 0 2
The objective of this study was to establish a research agenda 
with which to examine standardization in the hotel industry. 
Tentative research propositions were evaluated through a small 
sample of hotel executives concerned with international marketing. 
These propositions were then presented for future research, along 
with new propositons based upon the results of the primary 
resea rch .
Further research is also needed to explore the perceived 
benefits and drawbacks to implementing a standardized marketing 
program. Specifically, the development of the global traveler as well 
as segmentation variables with which companies can identify global 
or regional market segments should be explored. Additionally, the 
potential cost savings associated with standardization should be 
examined and subsequently quantified.
Finally, research is needed on the relevance to the hotel 
industry of cultural and economic barriers to standardization. While 
this study found that economic and cultural barriers to 
standardiztion can be overcome, this may be due to the delimiation 
of Western Europe as the region under consideration. This finding 
should be explored in greater detail to determine if a crucial element 
to standardization is overcoming these obstacles or if regional market 
differences are converging to the point of obselescence. Future 
research may determine that successful standardization is dependent
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upon the region under consideration and that economic and cultural 
barriers are not as significant as previously assumed.
The key to the standardization decision by a hotel company 
appears to be the company's goal in seeking international expansion 
as well as the mode of international involvement chosen for 
international expansion. If the goal is to broaden the international 
customer base through development of a consisten international 
brand image, standardization is an appropriate strategy.
Additionally, the greater the equity and/or management 
involvement in the overseas properties, the greater the company 
appears able to control the overseas properties' marketing programs. 
Further research on these aspects of international expansion should 
help to identify the possibilites of standardizing hotel marketing 
p rog ram s
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A PPEN D IX  A: R esearch  In s tru m e n t
Page 106 
Page 106 
Page 119
Request for Participation: 
Questionnaire:
Interview Guides:
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October 2, 1992
Anthony Rothwell
Vice President, International Marketing 
Choice Hotels International 
10750 Columbia Pike 
Silver Springs Maryland 20901
Dear Mr. Rothwell:
I am writing a Master's Thesis on international marketing 
standardization for the William F. Harrah College of Hotel 
Administration at the University of Nevada, Las Vegas. The study I 
am conducting is an exploratory study into the extent of marketing 
standardization in the hotel industry. This issue has not yet been 
examined through empirical research and I would like to have your 
input. Your involvement would be limited to filling out a brief 
questionnaire as well as participating in a follow-up telephone 
interview to discuss specific aspects of your responses. Given your 
extensive experience in the hotel industry, your participation would 
greatly help in furthering an understanding of this field.
All of the data you provide will be limited to what is necessary 
to complete the study and every effort will be made to ensure the 
confidentiality of your responses. Furthermore, I will also make 
every effort to minimize your time commitment. After completing 
my study, I will send you a copy of my report as a small token of 
g ra titu d e .
Sincerely,
Ramesh K. Kurup
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i n t e rna t i ona l  Hotel Marketing
Q u e s t i o n n a i r e
Re s ponde n t  _
Compa n y  ___
T itle ________
D a t e ________
Please return to:
Ramesh K. Kurup 
8329 Audley Lane 
Richmond, Virginia 
23227
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Mr. Anthony Rothwell
Vice President, International Marketing
Choice Hotels International
10750 Columbia Pike
Silver Springs, Maryland 20901
Dear Mr. Rothwell:
As you may recall from my previous letter, I am a graduate 
student at the University of Nevada, Las Vegas. This study on 
international hotel marketing fulfills the thesis component of my 
graduation requirements. I am grateful for your help in achieving an 
acceptable response rate in a timely manner so I can complete my 
graduate program.
This questionnaire is designed to determine the level of 
standardization or customization employed in your company's 
international marketing program. Standardization refers to the offering 
of identical product lines at identical prices through identical 
distribution systems, supported by identical promotional programs in 
several countries. The purpose of this study is to determine which 
elements of your company's marketing program and marketing mix are 
standardized and to what degree.
Questions will be posed about specific elements of your hotel 
products and the marketing mix associated with those products. These 
questions are designed to ascertain your opinions about the 
implementation of international marketing standardization in your 
hotel company. Each set of questions will be preceded by a brief 
explanation of their purpose as well as instructions on how to answer 
t h e m .
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You should be able to complete the questionnaire in twenty 
minutes. All of the answers you give will be used only for statistical 
summaries only, and will be presented in such a way as to maintain the 
confidentiality of your responses.
Once again, thank you for having agreed to participate.
 Sincerely,
Ramesh K. Kurup [ j
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Section A: This firs t section is designed to elicit your attitudes about
marketing standardization. The first questions w ill ask about the benefits and
barriers to standardization while the final question w ill ask about the tradeoff
between these benefits and barriers.
Mark the number that describes your agreement with the following  
s ta tem en ts .
1. The growth of worldwide travel has lead to a growing convergence of 
the traveler's needs and wants.
s t rongl y  1 2  3____ 4_____ 5______ 6_____2 8. s t rongl y
a g ree  d isagree
2. Standardization results in higher profits through economies o f scale
and lower costs.
s t r ongl y  1 2  3____ 4_____ 5______ 6_____7 8 s t rongl y
a g ree  d isagree
3. Standardization results in improved planning and control over
international marketing.
s tr o n g ly __j____ 2 3 4 5 6 7 8. s tr o n g ly
a g ree  d isagree
4. Standardization results in a consistent brand image, thereby reducing 
the consumer's perceived risk.
s tr o n g ly __j____ 2_____ 2____ 4 5 6 7________ 8. s tr o n g ly
a g ree  d isagree
5. The dissimilarity o f economic conditions in different markets makes 
marketing standardization impossible.
s tr o n g ly  1 2_____ 3____ 4______ 5______ 6____ 1_________8. s tr o n g ly
a g ree  d isagree
6. Different cultural norms make international marketing standardization
im possib le .
str o n g ly  1 2 3 4 5 6 7________ 8. s tr o n g ly
ag ree  d isagree
7. Consumers are willing to make a tradeoff between their cultural 
preferences for lower prices.
s tr o n g ly  1 2 3____ 4______ 5______ 6____ 2________ 2. s tr o n g ly
a g ree  d isagree
1 1 0
Section B: This section is designed to obtain general information about your
company's operations in Western Europe. For the purposes o f this study, 
Western Europe is defined as Belgium, Denmark, France, Germany, Greece,
Italy, Luxembourg, Netherlands, Norway, Sweden, and the United Kingdom.
1. List the hotel brands your company operates in these countries:
A hotel brand is defined as a group o f hotels o f  a particular company which 
are differentiated by its name and presentation. An example would include 
Groupe Accor o f France's brands; Formule I, Ibis, Novotel and Sofitel.
Name o f Brand Number o f countries in which brand operates
A________
B_________
£_________
n______
■X—example
2. (a) Approximate percentage of your company's total rooms in a ll  
overseas operations in each of the following years.
1989:___ _______% 1990:__________ % 1991:_______ %
(b) Approximate percentage o f your company's total rooms in West
European countries in each of the following years.
1989:___ _______% 1990:__________ % 1991:_______ %
3. Mark the term that best describes each brand in Western Europe:
To answer the question fo r  each brand, mark the appropriate line under the 
letter beside which you firs t entered the brand's name.
For example, i f  Brand X 's hotels are Economy hotels, your answer is shown 
below.
_______________ B rand,,.A Brand B Brand C Brand P  B iand_X
Econom y _______ _______ _______ _______ _____
Mid Market _______ _______ _______ _______ _____
First Class _______ _______ _______ _______ _____
Luxury _______ _______ _______ _______ _____
A ll-S u ite  _______ _______ _______ _______ _____
Other _______ _______ _______ _______ _____
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4. (a) Below are eight market segments each brand may target in Western
Europe. Allocate 100 points among the segments such that the allocation 
represents that market segment's percentage o f the brand's total guest profile. 
When you are finished, make sure your answer totals to 100.
For example, i f  70% o f Brand X's guests are business travelers and 25% 
are pleasure travelers and 5% come from the resort leisure market, your 
answer is shown below.
_____________________Brand A Brand_B_______ Brand C______Brand D Brand X
Business Traveler _____  _______ _______ _______
Pleasure Traveler _____        <££'
R eso rt/L e isu re  _____        «5~
Airline Crews _____  _______ _______ _______ _______
P ack age _____  _______ _______ _______ _______
I n c e n t iv e  _____  _______ _______ _______ _______
Tour & Travel _____  _______ _______ _______ _______
Other _____  _______ _______ _______ _______
Total 100 1QQ___  lQfi___    lflQ___
To answer the following question for each brand, mark the appropriate 
number with the letter beside which you firs t entered the brand's name.
For example, i f  your answer for Brand X is 2, your answer for Brand B is 6, and 
your answer for Brand C is also 6, your answer is shown below.
X 6 (L
s tr o n g ly  1 2_____3_____ 4_____ 5 6 7_______ 8. s tr o n g ly
a g r e e  d isagree
4 (b) The guest profiles I have entered in 4(a) are identical to each
brand's guest profile in the United States.
s tr o n g ly  1 2_____3_____ 4_____ 5______6______7_______ 8 s tr o n g ly
a g ree  d isagree
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Section C: This last section is designed to elicit information about the degree
o f marketing standardization in your company fo r  each o f the hotel brands 
you have listed. These questions will cover components o f the marketing mix 
and decision making process.
1. Each brand's product/ service bundle should be standardized 
throughout all the countries in Western Europe in which we operate.
The product bundle refers to not only the hotel itself, but includes other 
components o f the consumer's purchase, such as the services offered, 
atmospherics, location, etc.
s tr o n g ly  J 2_____2_____ 4_____ 5______£_____ 1_______ 8. s tr o n g ly
a g r e e  d isagree
2. Check your company's predominant brand strategy for Western Europe: 
Check only one.
_______ Corporate brand strategy, (ex. Hilton, Sheraton) The corporate
name itself is used as the primary communication at all levels and 
with all audiences.
_______  Endorsed approach, (ex. Courtyard by Marriott) The corporate
name is used in association with the different brands. Corporate 
endorsement is provided to individual hotel brands, yet each 
brand is allowed to develop its own separate personality.
_______ "Simple" approach. (Trustehouse Forte's Travelodge) Each brand
is used as the sole means of communicating brand values to the 
customer. The corporate brand therefore plays little or no part 
in communications with the consumer.
_______Individually named hotels. Each hotel is given a unique name and
identity.
Mark the number that best describes your agreement with the following  
s ta tem en t.
3. (a) The only difference between advertisements in different countries 
should be one of appropriate language translation or slight idiomatic 
c h a n g e s
s t r ong l y  1 2 _____3_____ 4_____ 5______6_____ 7 8 s t r ong l y
a g r e e  d isagree
(b) An advertising campaign should be designed for use in multiple 
markets and developed to provide a uniformity in direction, but not 
necessarily in detail.
s tr o n g ly  1 2 3 4 5 6 7_______ 8 s tr o n g ly
a g r e e  d isa g ree
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(c)An advertising campaign should be designed for single market use 
only. Advertising standardization is not feasible.
s tr o n g ly  1 2 3 4 5 6 7_______ 8. s tr o n g ly
a g r e e  d isagree
4. I believe the best strategy for consistent international advertisement is
to use a single network agency, i.e. an international advertising agency 
with subsidiaries, branches, or affiliates in all or most o f the countries 
in which each brand operates.
s tr o n g ly  1 2  3___ 4_____ 5______ 6_____ 7_______ 8. s tr o n g ly
a g r e e  d isagree
5. (a) Below are eight distribution channels that each brand may use in
Western Europe. Allocate 100 points among the channels such that the
allocation represents that channel's percentage o f the brand's total 
distribution strategy. When you are finished, make sure your answer 
totals to 100.
For example, i f  70% o f Brand X's distribution strategy is through direct 
ownership, 25% is through management contracts, and 5% is through 
franchise contracts, your answer is shown below.
_____________________Brand A Brand_B_______ Brand C______Brand D Brand X
O w nership          *3-0
M anagem ent
co n tra c ts  _____  _______ _______ _______ oQ S
F ra n ch ise
co n tra c ts          jT
M ark etin g
con sortiu m s __________________ ______________ _____________  _____
R ep resen ta tiv e
firm s _____  _______ _______ _______ _____
W holesa lers _____  _______ _______ _______ _____
Referral agencies _____  _______ _______ _______ _____
Other________________ _____  _______ _______ _______ _____
Total .l.Q.Q, , 100 100 100 100
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To answer the following type o f question fo r  each brand, mark the appropriate 
number with the letter beside which you firs t entered the brand's name.
For example, if your answer for Brand X is 2, your answer fo r  Brand B is 6, and 
your answer for Brand C is also 6, your answer is shown below.
X fl.C
s tr o n g ly  1 2 3 4 5 6 7_______ 8. s tr o n g ly
a g r e e  d isagree
5. (b) I feel each brand's distribution strategies should be standardized
throughout Western Europe.
str o n g ly  1 2  3______4_____ 5______6_____ 2 8 s tr o n g ly
a g r e e  d isagree
6. (a) Below are five positioning strategies that each brand may use in
Western Europe. Allocate 100 points among the strategies such that the 
allocation represents that strategy's percentage o f the brand's total 
positioning strategy. When you are finished, make sure your answer 
totals to 100.
For example, i f  70% o f Brand X's positioning strategy is hotel type 
positioning, 25% is brand name positioning, and 5% is price/value, your 
answer is shown below.
_____________________Brand A Brand B_______ Brand C Brand D Brand X
Positioning by
hotel type        $b
Brand name
p o s it io n in g  _______ _______ _______ _______
P r ic e /v a lu e
p o s it io n in g          S
Positioning by
p h y s ic a l _______ _______ _______ _______ _____
attribute or benefit
Other
Total 100 100 100 100 100
6. (b) I feel each brand's positioning strategies should be standardized
throughout Western Europe.
str o n g ly  1 2  3_____ 4_____ 5______£_____ 2_______ 8. s tr o n g ly
a g r e e  d isagree
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7. (a) Below are nine pricing strategies that each brand may use in
Western Europe. Allocate 100 points among the strategies such that the 
allocation represents that strategy's percentage of the brand's total 
pricing strategy. When you are finished, make sure your answer totals 
to 100.
For example, i f  70% o f Brand X's pricing strategy is through cost plus, 
25% is through cost percentage, and 5% is through break even, your 
answer is shown below.
(see definition o f terms)
_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ grand A_ _ _ Bmnd-fi_ _ _ _ _ _ B.rand_C____ Brand P  Brand x
Cost plus pricing _______       1-6
Cost percentage _______ _______ _______ _______
Break even         <£
C ontribution
ma r g i n  _______ _______ _______ _______ _______
$1/$1000         _______
Com petitor________________ _______ _______ _______ _______
Demand _______ _______ _______ _______ _______
P r ice /V a lu e  _______ _______ _______ _______ _______
Customer
Expectation _______ _______ _______ _______ _______
Total 100 100 100 100 100
(b) I feel each brand's pricing strategies should be standardized 
throughout Western Europe.
s tr o n g ly  J 2_____2_____ 4 5 6 7_______ g. s tr o n g ly
a g ree  d isa g ree
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8. (a) Below are five segmentation strategies that each brand may use in
Western Europe. Please allocate 100 points among the strategies such 
that the allocation represents that strategy's percentage of the brand's
total segmentation strategy. When you are finished, make sure your
answer totals to 100.
For example, i f  70% o f Brand X's segmentation is geographic 
segmentation, 25% is demographic segmentation, and 5% is 
psychographic segmentation, your answer is shown below.
(see definition o f terms)
_____________________Brand A Brand_B_______ Brand C______Brand D Brand X
G eograph ic         fflO
Demographic _______ _______ _______ _______
Psychographic         S
U sage _______ _______ _______ _______ _____
B e n efit  _______ _______ _______ _______ _____
Other _______ _______ _______ _______ _____
Total 100 , 100 100 100 100
8. (b) I feel each brand's segmentation strategies should be standardized
throughout Western Europe.
s tr o n g ly  1 2 3_____ 4_____ 5______6_____ 7_______ 8 s tr o n g ly
a g r e e  d isagree
Once again, I want to thank you for your participation. This study 
should take the understanding of international hotel marketing a step 
forward. You will receive a copy of this study once it has been 
completed and approved.
Please return your completed questionnaire in the se lf addressed, 
stamped envelope provided.
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Definition of terms:
Pric ing Strategies
Cost plus pricing: Strategy in which price equals estimated total cost, 
including overhead plus a predetermined profit margin.
Cost percentage or Markup pricing: Strategy that features a fixed 
dollar or percentage markup on the variable room cost.
Break even pricing: Method used to determine at what sales volume
and price a product will break even.
Contribution margin pricing: Method in which price is set to 
contribute to fixed cost, even if sales are not high enough to make a 
p ro fit.
$1 per $1,000: Rule of thumb strategy in which average room rate 
equals $1 for every $1,000 of construction cost.
Competitor pricing: Pricing strategy to stay in line with other
properties offering the same product in the same class.
Market demand pricing: A demand analysis determines whether 
there is a market sufficient in size that is willing and able to buy 
rooms at a certain price.
Expectation pricing: Price is set according to customer’s perception of 
price they expect to pay.
S e g m e n ta t io n  S tra teg ie s
Geographic: Segmentation variable based on geographic origin of 
m arket segment.
Demographic: Segmentation variable based on demographic variables 
such as race, age, sex, income, etc.
Psychographic: Segmentation variable based on attitudes, opinions 
and interests of target market.
Usage: Segmentation variable based on frequency, timing, method of 
use by target market.
Benefit: Segmentation variable based on target market's perceived 
benefit.
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Anthony Rothwell
Choice Hotels International
Vice President, International Marketing
Dear Mr. Rothwell,
The purpose of this interview is to probe your answers to the 
questionnaire you have previously filled out. This interview guide is 
not meant to serve as a script. Instead, it is meant to serve as a 
flexible guide and a framework for our discussion.
Ramesh K. Kurup
University of Nevada, Las Vegas
Choice Hotel's International Orientation
Why has Choice Hotels expanded overseas?
In what sense are the overseas operations important to Choice 
H otels?
Why has Choice Hotels chosen to expand overseas primarily 
through franchise contracts?
Relations with overseas subsidiaries
Please describe the relations with the overseas hotels.
How much control does Choice Hotels International exert over the 
overseas properties' marketing programs?
To what extent do your relations with the overseas properties 
help or hinder standardization?
Why do you feel so strongly that some aspects of the marketing 
programs should be standardized?
Why do you feel so strongly that some aspects should not be 
s tan d ard ized ?
Standardization and Globalization
How would you take advantage of the convergence of the 
traveler's needs and wants?
In what ways do you feel standardization can save your company 
time and expense?
What do you feel are the obstacles to marketing standardization? 
How would you overcome those obstacles?
To what extent do you believe that business and pleasure 
travelers everywhere have the same needs and wants?
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What about other market segments?
Do you believe in the development of regional or global market 
segm en ts?
Why, or why not?
1 2 0
Elaine Hendricks
Best W estern International
Research Projects and Marketing Planning
Dear Ms. Hendricks,
The purpose of this interview is to probe your answers to the 
questionnaire you have previously filled out. This interview guide is 
not meant to serve as a script. Instead, it is meant to serve as a 
flexible guide and a framework for our discussion.
Ramesh K. Kurup
University of Nevada, Las Vegas
Best W estern’s International Orientation
Why did Best Western decide to expand overseas?
In what sense are the overseas operations important to Best 
W este rn ?
How has Best Western chosen to expand overseas?
Relations with overseas subsidiaries
Please describe the relations with the overseas Best Western 
hotels.
How much control does Best Western International exert over the 
international operations?
To what extent do your relations with the overseas Best Western 
hotels help or hinder standardization?
How should marketing activities in different countries be related 
to each other.?
To what degree?
How are marketing activities coordinated between countries?
Standardization and Globalization
What do you perceive are the barriers to standardizing your 
m arketing program ?
If you do not strongly believe in the homogenization of demand 
(as indicated in your questionnaire), then why would you 
standardize the product/service bundle?
In what ways do you feel standardization can save your company 
time and expense?
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To what extent do you believe that business and pleasure 
travelers everywhere have the same needs and wants.
W hat about other market segments?
Do you believe in the development of regional or global market 
segm en ts?
Why, or why not?
If so, has this aided in the development of your marketing 
p rog ram s?
1 2 2
Mr. Dennis Koci 
Hilton Hotels Corporation 
Vice President
Dear Mr. Koci
The purpose of this interview is to probe your answers to the 
questionnaire you have previously filled out. This interview guide is 
not meant to serve as a script. Instead, it is meant to serve as a 
flexible guide and a framework for our discussion.
Ramesh K. Kurup
University of Nevada, Las Vegas
Hilton Hotel Corporation's International Orientation 
Why has Hilton Hotels expanded overseas?
In what sense are the overseas operations important to Hilton? 
Why has Hilton chosen to expand overseas through ownership and 
m anagem ent contracts?
Relations with overseas subsidiaries
Please describe the relations with the overseas Hilton Hotels.
How much control does Hilton exert over the overseas properties 
m arketing program s?
To what degree should marketing activities in different countries 
be coordinated?
What do you perceive as the advantages and disadvantages of 
doing so?
Standardization and Globalization
What do you perceive are the benefits to standardizing your 
m arketing program?
In what ways do you standardize the product/service bundle?
In what ways do you standardize the marketing program?
In what ways do you feel standardization can save your company
time and expense?
To what extent do you believe that business and pleasure 
travelers everywhere have the same needs and wants?
Do you believe in the development of regional or global market 
segm en ts?
Why, or why not?
If so, has this aided in the development of your marketing 
p ro g ram s?
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Mr. Ray Lewis 
Holiday Inn Worldwide 
Senior Vice President 
M arketing
Dear Mr. Lewis,
The purpose of this interview is to probe your answers to the 
questionnaire you have previously filled out. This interview guide is 
not meant to serve as a script. Instead, it is meant to serve as a 
flexible guide and a framework for our discussion.
Ramesh K. Kurup
University of Nevada, Las Vegas
Holiday Inn W orldwide's International Orientation 
Why has Holiday Inn expanded overseas?
In what sense are the overseas operations important to Holiday 
In n ?
Why has Holiday Inn chosen to expand overseas primarily 
through franchise contracts?
Why do you feel the European Holiday Inns differ from those in 
the United States?
Relations with overseas subsidiaries
Please describe the relations with the overseas Holiday Inns.
How much control do you exert over the overseas properties' 
m arketing program s?
To what degree should marketing activities in different countries 
be coordinated?
What do you perceive as the advantages and disadvantages of 
doing so?
Standardization and Globalization
How do you feel Holiday Inn should consider differing cultural 
norms between countries?
In what ways do you feel standardization can save your company 
time and expense?
Do you perceive any advantages in standardizing your hotels' 
positions?
125
W hat do you perceive are the obstacles to standardizing your 
product/serv ice bundle?
To what extent do you believe that business and pleasure 
travelers everywhere have the same needs and wants?
Do you believe in the development of regional or global market 
segm en ts?
Why, or why not?
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APPENDIX B: Questionnaire Results
Benefits of Standardization: Page 128
Obstacles to Standardization: Page 129
Standardization of the Product/Service Bundleand Advertising 
S trategy: Page 130
Standardization of Distribution, Positioning,
Pricing and Segmentation Strategies: P a g e l3 1
Forms of International Involvement: Page 132
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Benefits of Standardization
A l. The growth of worldwide travel has lead to a growing 
convergence of the traveler's needs and wants.
2> A .C  D
stro n g ly  1 2 3 4 5 6 7______ §L strong ly
a g re e  d isag ree
Mean = 4.25.
Without Respondent D, mean = 3.33
A2. Standardization results in higher profits through economies of 
scale and lower costs.
c  e>,4
strong ly  1 2 3 4 5 6 7______ 8 strong ly
a g re e  d isag ree
Mean = 3.25
A3. Standardization results in improved planning and control over 
international m arketing.
C A S  b
stro n g ly  1 2 3 4 5 6 7______ 8 strong ly
a g re e  d isag ree
Mean = 3.0
A4. Standardization results in a consistent brand image, thereby 
reducing the consumer’s perceived risk.
b
stro n g ly  1 2 3 4 5 6 7______ 8 strong ly
a g re e  d isag ree
Mean = 2.5
Barriers to Standardization
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A5. The dissimilarity of economic conditions in different markets 
makes marketing standardization impossible.
b a  a  d
strong ly  1 2 3 4 5 6____ 7______ 8 strong ly
a g ree  d isag ree
Mean = 5.5
A6. Different cultural norms make international marketing 
standardization im possible.
£  /J,C,b
strong ly  1 2 3 4 5 6 7______ 8. strong ly
ag ree  d isag ree
Mean = 6.25
W ithout Respondent C, mean = 7.0
A7. Consumers are willing to make a tradeoff between their 
cultural preferences for lower prices.
a , c , &  A
strong ly  1 2 3 4 5 6 7______8 strong ly
a g re e  d isag ree
Mean = 5.5
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Product/Service Bundle and Advertising
Cl. Each brand's product/ service bundle should be standardized 
throughout all the countries in Western Europe in which we 
opera te .
C A,6 h
strong ly  1 2 3 4 5 6 7 8 strongly
a g ree  d isag ree
Mean = 4.0
Without Respondent D, mean = 2.7
C3. (a) The only difference between advertisements in different
countries should be one of appropriate language translation or 
slight idiomatic changes
C C A h>
strong ly  1 2 3 4 5 6______7_____ §. strongly
a g ree  d isag ree
Mean of prototype standardization = 5.75 
Without Respondent C, mean = 7.0
(b) An advertising campaign should be designed for use in 
multiple markets and developed to provide a uniformity in 
direction, but not necessarily in detail.
A,QJL,b
strong ly  1 2 3 4 5 6 7 8 strong ly
ag ree  d isag ree
Mean of pattern standardization = 2.0
(c) An advertising campaign should be designed for single 
market use only. Advertising standardization is not feasible
a  A ,a  h
strong ly  1 2 3 4 5 6 7 8 strongly
a g ree  d isag ree
Mean = 7.0
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Distribution, Positioning, Pricing and Segmentation
C5. (b) I feel each brand's distribution strategies should be
standardized throughout Western Europe.
C A.fc 6
strong ly  1 2 3 4 5 6 7______ 8. s trong ly
ag ree  d isag ree
Mean = 6.0
Without Respondent C, mean = 7.3
C6. (b) I feel each brand’s positioning strategies should be
standardized throughout Western Europe.
fc £  A
s trong ly  1 2 3 4 5 6 7_____ 8. strong ly
a g ree  d isag ree
Mean = 3.3
Without Respondent D, mean = 2.0
C7. (b) I feel each brand's pricing strategies should be standardized
throughout W estern Europe.
C , t  4
strong ly  1 2 3 4 5 6 7_____ 8. s trong ly
ag ree  d isag ree
Mean = 2.7
C8 . (b) I feel each brand's segmentation strategies should be
s tan d ard ized
throughout W estern Europe.
& t  h
strong ly  1 2 3 4 5 6 7_____ 8. s trong ly
a g ree  d isag ree
Mean = 3.3
Without Respondent D, mean = 1 . 5
Forms of International Involvement: 
1982 vs. 1992 study
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Percentage of Rooms of USA Transitional Hotels Abroad 
by Form of Involvement, 1982
M anagement Contracts 44.2
Leasing .20.
Franchising 19.7
Direct Equity Involvement 16.3
Total • 100%
(Source: Crawford-Welch, 1988)
Percentage of Distribution Channels Used, 1992
Co. B Co. C Co. D Totals
O w nership 25 3 30 11
M anagem ent
Contracts 75 20 _ i £
Franch ise
Contracts 97 50 73
Total 100% 100% 100% 100%
Note: Respondent A was unable to respond
Company B maintains four overseas brands
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